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Abstract
International School Philippines (ISP) (a pseudonym) is an international school established
during an era of colonization in the Philippines. While the school’s mission has evolved, the
organization now navigates a complex postcolonial and cross-cultural landscape. This
Organizational Improvement Plan (OIP) problematized the school’s vision of establishing an
organizational culture of professional collaborative practice within a culturally diverse teaching
faculty. Examining the constructs framing the problem reveals that cross-cultural approaches to
human behaviour should consider how individual culture relates to organizational phenomena
such as professionalism, collaboration, and leadership. Additionally, leadership approaches
chosen to guide organizational change at ISP should be framed in postcolonial and cross-cultural
theory. Synthesized through a culturally responsive lens, authentic and adaptive leadership are
presented as a singular change leadership approach aligned with ISP’s change context. A critical
organizational analysis points to school leadership as the primary driver of organizational change
and cultural responsivity as the antecedent to professional collaborative practice in the crosscultural and postcolonial ISP context. As such, developing culturally responsive leadership
throughout the organization is the preferred solution to the problem and the focus of a four-stage
change implementation process. Change monitoring—in the form of developmental evaluation
(DE) and the plan, do, check, act (PDCA) improvement cycle—and strategic communication are
activated throughout the change process. Establishing culturally responsive leadership
throughout the organization is believed to be essential to the eventual development of an
organizational culture of professional collaborative practice at ISP.
Keywords: cross-cultural, postcolonial, collaborative practice, culturally responsive,
organizational culture, international school.
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Executive Summary
International School Philippines (ISP) (a pseudonym) is an international school
established during a contentious era of colonial education policy (Justice, 2009). While the
school’s mission has evolved to include multicultural and international perspectives, it must still
navigate a rather complex postcolonial landscape in the Southeast Asian region. Aspirational
tensions arise as ISP envisions a community where individuals of different nations, cultures,
religions, and family backgrounds can learn from one another in an atmosphere of mutual
understanding and respect, characterized by a professional collaborative spirit.
Such an organizational context leaves the school’s headmaster to problematize its vision
for the future and frame it in postcolonial and cross-cultural approaches to human behaviour
while also considering social justice issues. How can school leadership establish an
organizational culture of professional collaborative practice within a culturally diverse teaching
faculty?
Successful organizational change requires strong leadership and management,
considering cultural predispositions and cross-cultural interactions (Bass & Bass, 2008). Such
thinking challenges leadership theories that separate awe-inspiring transformational leadership
from transactional approaches. Multi-theoretical approaches will provide flexibility within the
popular binary of transformation versus transaction, acknowledging the potential applicability of
both (Arenas, 2019; Hannah et al., 2014). In conjunction with adaptive leadership and cultural
responsivity, authentic leadership aligns with ISP’s specific change context.
Authentic leadership maintains an explicit moral duty to respect the interests of the
collective and draws from organizational context to foster greater self-awareness and selfregulated positive behaviours (Berkovich, 2014; Luthans & Avolio, 2003), while adaptive
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leadership mobilizes people to tackle tough challenges and encourages learning, adaptation, and
creativity in complex organizations (Heifetz et al., 2009). Additionally, authentic leaders ground
their decisions in ethical processes (Begley, 2006). Although the approaches to leadership are
critical, the appropriateness of a change process is similarly essential.
Change concerning the problem of practice is primarily aligned with incremental
teleological change processes that maintain the foundational components of the organization
intact. However, change in the ISP context is also driven by dialectic processes representational
of complex, pluralistic, and open-system interactions. For its complexity, adaptability, and
comprehensive nature, the change path model developed by Deszca et al. (2020) serves as an
appropriate model for school leadership to lead change.
With a performance gap identified, understanding what must change becomes the focus
of critical organizational analysis. A revised version of the Burke-Litwin causal model of
organizational performance and change developed by Spangenberg and Theron (2013) provides
contextually appropriate adaptability, incorporation of contemporary approaches to leadership,
and comprehensive nature to lead such an analysis. The results point to significant cultural
responsivity gaps and insufficient organizational strategy dedicated to understanding the impact
of the organization’s cross-cultural and postcolonial context on organizational culture.
The difficulty associated with establishing an organizational culture of professional
collaborative practice within cross-cultural and postcolonial contexts can stem from the
complexity of cross-cultural teams (Hargreaves & Fullan, 2012; Lai et al., 2019; Leung &
Waters, 2017; Shaw, 2001). Literature suggests that culturally responsive school leadership can
effectively address these cultural needs (Banwo et al., 2021; Khalifa et al., 2016, 2019).
Developing culturally responsive leadership capacities can influence organizational culture by
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breaking down complex cross-cultural work contexts and barriers to professional collaborative
practice. Therefore, establishing culturally responsive leadership represents a reasonable solution
to the problem of practice.
Change implementation transitions through the four linear, yet not entirely discrete,
stages of the change path (Deszca et al., 2020). The implementation plan identifies transition
management strategies, potential milestones, and possible implementation issues throughout the
change process. When the principles of developmental evaluation (DE) are paired with the plan,
do, check, act (PDCA) improvement cycle and woven throughout the change implementation
plan, the product is a relatively simple framework for program evaluation and improvement that
promotes social innovation, program adaptation, and rapid adaptive responses in complex
organizational contexts. Essential change communication strategies are also woven throughout
the change path, highlighting how strategic communication builds change awareness, addresses
various audiences, mobilizes knowledge, and communicates milestones.
While collaboration is the focus of the problem of practice, a deeper examination has
presented organizational culture as the target for change. By exploring the complexities
associated with ISP, the connections between educators’ professional capacities, organizational
culture, and the school's context became central to the problem of practice. Professional
collaborative practice within a cross-cultural and postcolonial landscape requires cultural
responsivity, and therefore, educators’ culturally responsive capacities emerge as an antecedent
to professional collaborative practice at ISP.
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Definitions
Adaptive Leadership: a subset of complexity leadership theory that encourages learning
adaptation and creativity in complex organizations (Northouse, 2019) and involves “the practice
of mobilizing people to tackle tough challenges” (Heifetz et al., 2009, p. 21).
Authentic Leadership: A leadership approach “that draws from positive psychological
capacities and a highly developed organizational context, which results in greater self-awareness
and self-regulated positive behaviors [sic] on the part of leaders and associates, fostering positive
self-development” (Luthans and Avolio, 2003, p. 243).
Colonization: The drawing together of different parts of the world through political and
economic processes associated with what is now referred to as globalization, altering societal
structures, cultural norms, and political and economic systems (Yende, 2020).
Cross-cultural Theory: Approaches to human behaviour which address how individual culture
is related to organizational phenomena such as professionalism, collaboration, and leadership,
and posits that how individuals interact with others is irrevocably linked to cultural background
(Gibson & McDaniel, 2010; Hofstede et al., 2010).
Decolonization: “The process of deconstructing colonial ideologies of the superiority and
privilege of Western thought and approaches” (Cull et al., 2019, p. 7).
Developmental Evaluation: An ongoing process of continuous improvement, adaptation, and
intentional change, through which an organization uses evaluative thinking techniques, practice,
and discipline to promote social innovation (Patton, 2006, 2011; Patton et al., 2015).
Dialectic Change: Unplanned and continuous change that emphasizes experiential, emergent,
and bottom-up movements that assume an organization exists in a pluralist world where values,
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events, and forces compete, and change is the product of these tensions. (Higgs & Rowland,
2005; Van de Ven, 2021).
Evaluation: A planned post-program process of summative judgment where the quality and
value of a program is systematically determined in relation to set goals (Markiewicz & Patrick,
2016; Neuman et al., 2018).
Monitoring: "The planned, continuous and systematic collection and analysis of program
information able to provide management and key stakeholders with an indication of the extent of
progress in implementation, and in relation to program performance against stated objectives and
expectations” (Markiewicz & Patrick, 2016, p. 12).
Organizational Culture: Representational of how an organization functions, given the
organization’s core values, assumptions, interpretations, and approaches (Spangenberg &
Theron, 2013).
Postcolonial Theory: An offshoot of critical theory discourse “primarily concerned with
accounting for the political, aesthetic, economic, historical, and social impact of European
colonial rule around the world in the 18th through the 20th century” (Elam, 2019, p. 1).
Readiness for Change: A comprehensive attitude that is inﬂuenced simultaneously by the
content, the context, and the individuals involved and collectively reﬂects the extent to which an
individual or a collection of individuals is cognitively and emotionally inclined to accept,
embrace, and adopt a particular plan to purposefully alter the status quo (Holt et al., 2007, p.
326).
Teleologic Change: Change is goal-oriented and guided by a cycle of goal formulation,
implementation, evaluation, and modification (Garud & Van de Ven, 2006; Van de Ven & Poole,
1995).
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Transformational Leadership: “generating enthusiasm for a ‘vision’, a high level of
individualized consideration, creating opportunities for employees’ development, setting high
expectations for performance, and acting as a role model to gain the respect, admiration, and
trust of employees” (Lewis et al., 2012, p.220).
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Chapter 1: Introduction and Problem
Embarking on a change journey as part of an educational organization can be formidable
for even the most experienced change leaders. Nonetheless, school leaders must thoroughly
consider change as a fact of organizational life. As the opening chapter of an Organizational
Improvement Plan (OIP) written to complete a doctoral degree program in educational
leadership, the following explores a specific school’s unique change needs. Beginning with the
organization, the author provides a detailed account of the contextual background that
significantly influences change. The author then draws attention to his position within the
organization, role in the change process, and unique leadership lens. Next is a detailed
presentation of the leadership problem of practice, followed by a theoretical and analytical
framing and positioning within broader contexts. As a result, guiding questions emerge, drawing
attention to potential challenges, influences on the problem, and lines of inquiry. To complete the
chapter, the author presents a clear articulation of a leadership-focused vision for change specific
to the articulated context and a discussion on organizational change readiness. This chapter
describes a particular organizational problem while exploring its connections to context, vision,
and leadership agency for organizational change.
Organizational Context
From broadly focused political, economic, social, and cultural backdrops to theoretical
organizational frameworks, context can have a significant impact on a potential change initiative
(Walker et al., 2007). This section examines the unique organizational context of International
School Philippines (ISP) (a pseudonym), an international school founded over a century ago
within the archipelago nation of the Philippines.
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Broad Organizational Contexts
The product of American colonization efforts in the Philippines at the turn of the 20th
century, ISP was established during a contentious era of Anglo-Catholic tension and new
imperial education policy (Justice, 2009). The foundation of an ISP education is grounded in
Western colonial practices, often re-cast as nation-building and modernization directed at
preparing Filipinos for eventual independence (Bankoff & Weekley, 2002). In addition, the
ecumenical vision of the first bishop of the Protestant Episcopal Church in the Philippines played
a significant role in establishing ISP’s early identity (Jones, 2004).
Over the last century, ISP’s vision has evolved to include tenets inclusive of all students,
regardless of nationality, religion, or cultural background, while also maintaining alignment with
founding principles. For example, an ISP education emphasizes ecumenical Christian values,
economic prosperity, and community building. In addition, the school is viewed as a community
of different nations, cultures, religions, and family backgrounds (ISP, 2017). As evidenced
within the organization’s mission, ISP’s evolving vision expresses a commitment—in a Christian
ecumenical environment—to the development of individual students as responsible global
citizens and leaders in their respective communities, with a multicultural and international
perspective and equipped for entry to colleges and universities throughout the world (ISP, 2017).
Despite this evolution, ISP must still navigate a rather complex postcolonial landscape—
a topic discussed later in this chapter—as historical narratives, national identity, and citizenship
within a globalizing world significantly influence the construction of knowledge in the local
Filipino and Southeast Asian region (Bankoff & Weekley, 2017). The increased value ISP places
on internationalism, multicultural perspectives, and globalization are considered through various
historical and cultural lenses.
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Identifying as an “International School” provides ISP additional contextual complexity
(Hill, 2016a). Intertwined within the school’s mission are two distinct and often conflicting core
features of international education; literal and instrumental processes that cross international
borders; and aspirational or humanist educational ideologies (Bunnell, 2014; Tarc, 2019). At ISP,
this tension exists within the organizational discourse surrounding ideological internationalism
and market-driven multinationalism (Bittencourt & Willetts, 2018). By integrating both
components into its educational mission and partnering with the International Baccalaureate (IB),
ISP accepts a movement toward a distinct ideology for international education (Pearce, 2013),
which has become visible within the school community.
While boasting a culturally diverse student population, ISP also employs educators from
various cultural backgrounds and countries. The two most significant cultural contributions come
from the Asian region (Philippines, South Korea, China) and the West (USA, UK, Canada,
Australia). Given the organization’s cultural composition, a cross-cultural work environment is
unmistakable, and as such cultural individualism and collectivism are at play on multiple levels
of organizational and societal interaction. Such a multi-leveled dynamic can have significant
implications for developing organizational culture (Nguyen & Boles, 2010).
Frameworks Driving the Organization
Work toward the ISP vision is guided by the ISP Education Framework (ISP, 2017),
which represents a deep understanding of the school’s overall educational philosophy. The
framework’s core is driven by prominent Western constructivist theorists Jean Piaget and John
Dewey. Therefore, ISP’s academic program is firmly rooted in constructivist educational theory.
Supporting the constructivist approach to education are organizational beliefs in experiencebased knowledge creation and the notion of active participation in one’s learning process. These
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beliefs are actualized in the form of expected schoolwide learning results (ESLRs), which
prioritize respect for others, technological literacy, health, responsibility, life-long learning,
critical thought, and effective communication (ISP, 2017)
Furthermore, ISP is guided by the Western Association of Schools and Colleges
(WASC). WASC aims to improve and validate the quality of education at schools through the
creation and application of accreditation standards and a process of review (ACSWASC, 2019).
By adhering to the accreditation process established by the WASC accreditation commission,
ISP is committing to comply with the standards of criterion set by an external and independent
organization. WASC is a significant driving force behind how ISP organizes student experiences,
develops curriculum and instruction practices, supports student growth, and manages educational
resources.
Additionally, ISP is driven by the IB Diploma Program curricular framework which is
characterized by approaches to teaching and learning, the IB Learner Profile, and the
development of international-mindedness (IM). Former Deputy Director of the IB Hill (2016b)
describes an IM pedagogy as using “a number of specific teaching and learning methods to
develop global consciousness: critical thinking, child-centered and holistic education, criterionbased assessment; an appropriate balance between interdisciplinarity and the integrity of the
disciplines, and between constructivist and didactic teaching” (p. 14). As a school that facilitates
the IB diploma programme, ISP has committed to the IB methodology of teaching and learning
and thus is committed to the development of IM as defined by the IB.
Shaping the Organization and its Leadership
Several political bodies influence the general operations of ISP. The Philippines occupies
a geopolitical and cultural space between East and West. Its institutions of civil society are

5
numerous and increasingly politically significant (Bankoff & Weekley, 2002). At the highest
level, ISP is beholden to all Philippine national policies, laws, and regulations. However, ISP
exists as a separate entity from the national department of education. As such, ISP has the right
to establish its curriculum, medium of instruction, hiring practices, school calendar, and
educational practice standards. The local government controls the appointment of two positions
on the ISP board of trustees, securing two voting voices within the school’s governing body. The
board of trustees approves budgets, finances, and capital expenditures at the organizational level
and hires the headmaster to implement its overall educational mission and vision.
ISP operates as a non-profit institution and receives all its capital in student tuition.
Income collected is used to finance all aspects of school operation, including but not limited to
employee salaries, facility leasing and maintenance, staff development, international and national
accreditation dues, and marketing. Also, the cost of being an international school in this region is
significantly higher than the national school. For example, ISP recruits approximately 50% of its
teaching faculty from outside of the Philippines, thus providing a comparatively higher
compensation and benefits package to these teachers. As ISP is dependent on tuition income,
meeting these high education standards, as expected by current and prospective students and
their families, is critical to enrollment and its successful operation.
Although the school demographics are multicultural, learning is facilitated from a
Western-centric perspective. The presence of a Western-centric ideology in a school that
educates and employs an Eastern majority creates potential tension between competing
ideologies in the face of organizational change. For example, cultures of Southeast Asia
demonstrate a deep devotion to organizations or families, expecting that group members will
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give care in exchange for loyalty and believe that collaboration and consensus are more valuable
than individual action (Northouse, 2019).
The retention of qualified faculty is another factor in shaping the school and its
leadership. Most locally hired staff consider ISP a permanent career move, thus contributing to
organizational continuity. The same cannot be stated for foreign hired faculty with a higher
transience level, although many retain employment for several years. The implication is a
relatively consistent foreign staff turnover and a subsequent orientation for newly hired faculty.
Aspiration for the Future
As the organization’s education framework (ISP, 2017) states, ISP aspires to be a
community where individuals of different nations, cultures, religions, and family backgrounds
can learn from one another in an atmosphere of mutual understanding and respect and be
characterized by a professional spirit that leads to high-quality educational opportunities. There
is an organizational drive to partake in a continuous school improvement and growth process to
become a community of professional educators who work together to benefit all learners. ISP
aspires to develop a school community that strives to be a family, with all the mutual love,
respect, and nurturing that the word ‘family’ implies. ISP views the ebb and flow of the
economy, the political and natural shifts of life in the Philippines, and the challenges of a
changing world as opportunities for growth and learning. The effects of globalization, the
shrinking of our world, and the ever-quickening pace of change are all better negotiated together
(ISP, 2017).
Tasked with leading the organization toward this aspirational future is the school’s senior
administrative team, which is led by the headmaster. As such, it becomes important to
understand the headmaster’s positionality and worldview in relation to organization change.
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Leadership Position and Lens
All individuals bring a collection of experiences, beliefs, and cultural identities as they
approach their work life, which ultimately affects their work and how they lead effective
organizational change (Gibson & McDaniel, 2010). The following section outlines my agency
and positionality in organizational change. I will then draw attention to my role in the change
process at ISP and the personal lens through which I view leadership.
Leadership Position
At ISP, I am the most senior administrative team member and am referred to as
headmaster. This position is selected by the school’s governing board of trustees, which holds
the headmaster responsible for administering its policies and educational operations. While most
major decisions are made collaboratively amongst the senior administrative team, I am directly
responsible for all facets of the administration and management of the campus and personnel in
working to achieve the school’s mission and vision. All employees report to the headmaster
through their immediate supervisors. It is, therefore, within my agency and an integral part of my
responsibility to develop and institutionalize an organizational culture that aligns with and meets
the students’ and teachers’ educational needs.
Admittedly, additional leadership power and authority are associated with my current
position at ISP for several reasons outside my professional classification as school Headmaster.
For example, within the Philippines, I am the recipient of much cultural privilege as a White
male of western origin. Whiteness refers to the fictional social construction stemming from
social and cultural processes rooted in colonialism and imperialism that derives both literal and
psychological advantages for White people (Cancelmo & Mueller, 2019). Exploring “colonial
mentality,” David and Okazaki (2010) suggest that Filipinos have internalized centuries of
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oppression in a manner that correlates positive thoughts with western-related stimuli. Leadership
and whiteness are inextricably entwined as white people in postcolonial nations such as the
Philippines are more readily accepted as leaders and presumed culturally superior (Liu, 2017).
As highlighted within the broad ISP organizational context, the cultural composition consists
primarily of Filipino nationals. My neutrality as a school leader is heavily influenced, regardless
of intent, by my identity as a White male and its associated privilege (Brooks & Theoharis,
2019). As such, an ethical leadership challenge arises from my positioning in the cross-cultural
context of ISP.
Role in the Change Process
While my collective experiences and worldview align with multi-theoretical and “newer
genres” of leadership (Hannah et al., 2014), I see my role as establishing a positive
organizational culture grounded in morality and focused on developing the professional capacity
of others. As the ISP Headmaster, I am responsible for ensuring that students engage in
challenging progressive learning activities of high quality. It is my responsibility to guide
teachers toward a shared vision of accomplishment as individuals, in learning groups, as a
school, and as a collective community. In leading change at ISP, I see myself fulfilling many
different roles.
Borrowing from Ball et al. (2011), I see my role in leading change as that of a narrator
articulating a sophisticated yet captivating vision for change; an entrepreneur developing and
championing change strategies and methods of implementation; a transactor monitoring change
progress and evaluating change plans; and a translator planning developing events and process
related to change. Similarly, Deszca et al. (2020) acknowledge different roles in the process of
change, including initiators, implementers, facilitators, and recipients. As a change leader or

9
agent, I perform in all the different roles associated with the process of change (Deszca et al.,
2020). As an initiator, it is my role to identify a need and vision for change; as an implementer, I
am responsible for making sure specific changes happen and that a path forward is plotted; as a
facilitator, I assist all roles in working toward effective change implementation.
Leadership Lens
Over the years, my worldview has come to rely heavily on the tenets of constructivist
theory (Creswell, 2018). I believe reality is a construct perceived differently by me than
individuals with different life experiences. As such, each person’s perception of reality is a
unique reflection of their individual life experiences (Denicolo et al., 2016). My leadership lens
is derived from my identity and the sum of my collected life experiences.
Professionally, I have gained significant insight as a leader within various international
school contexts and cross-cultural work environments. As a result, I have added a pragmatic
worldview to my constructivist mindset by establishing truth as an outcome of what works at a
moment in time, irrespective of specific philosophical underpinnings (Weaver, 2018). Multidimensional worldviews are also applicable to mixed methods research in that inquirers draw
from quantitative and qualitative assumptions (Creswell, 2018), a methodological approach
toward which I tend to lean as a scholar-practitioner.
Ethically, I view my leadership similarly to Starratt (2007) in that I place the students’
good as the force behind my work as a professional in education. Taking the line of thinking a
step further, I borrow from Burnes et al. (2018) when leaning toward the utilitarian
consequentialist approach and believing it to be my responsibility as a school leader to provide
the greatest amount of good for the most significant number of stakeholders. In striving for this
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outcome, I view ethics of care, associated with traits such as empathy and warmth (French &
Weis, 2000), as integral to my leadership approach.
Finally, it would be prudent to take an intersectional approach in the leadership lens
discussion by once again drawing attention to my identity as a White male of western origin and
educational upbringing. The importance of social identity cannot be understated when
establishing an understanding of a particular leadership lens, especially when there are multiple
social identities to consider (Jones, 2016). I acknowledge that the lens through which I perceive
leadership is open to identity-based bias.
Theoretical Approach to Leadership
I view leadership as a skill gained over time through collected experiences and
knowledge, allowing for transactional and transformational functions. Leadership, in my view, is
a construct built on previous learnings and situational outcomes and exhibited by authentic
people in authentic situations. The implication is that the full range of transactional and
transformational approaches are not mutually exclusive but positively correlated (Arenas, 2019;
Sosik & Jung, 2018). I characterize my approach to leadership as striving for authenticity, where
authenticity is the quality of being authentic, trustworthy, and genuine (Whyte, 2004). In this
light, my approach embodies values associated with establishing positive working relationships,
developing organizational trust, and effectively pursuing organizational goals.
Given the complexity of the organizational context and the variety of leadership roles
associated with change at ISP, the simultaneous, contextually determined use of various
leadership approaches suggested by Hannah et al. (2014) would seem to be a valid leadership
option; and appropriate characterization of my leadership style. In other words, I often adopt a
multi-theoretical leadership approach which is subject to the specific needs and demands of a
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given context. However, with a deeper analysis and self-reflection, I have understood that my
current theoretical approach to leadership is most significantly aligned with the tenets of
authentic leadership.
Authentic leadership emerged from a transformational foundation and comprises four
core components discussed in more detail in chapter two. These core components are selfawareness, internalized moral perspective, balanced processing, and relational transparency
(Luthans & Avolio, 2003). Drawing on the core, authentic leadership can be characterized as a
leadership process “that draws from positive psychological capacities and a highly developed
organizational context, which results in greater self-awareness and self-regulated positive
behaviours on the part of leaders and associates, fostering positive self-development” (Luthans
and Avolio, 2003, p. 243). I self-assess (Northouse, 2019) as having significant strength in
soliciting and considering multiple perspectives without bias or prejudgment (balanced
processing) while being able to engage in open, authentic communication (relational
transparency). I also highly rate my ability to limit external influences while utilizing an internal
moral compass to guide decision-making (internalized moral perspective). Ironically, however,
the process by which I understand my strengths and weaknesses (self-awareness) rates relatively
low in comparison. Nonetheless, I position my leadership approach within the authentic
leadership paradigm, as developing self-awareness is an outcome garnered over time.
In developing a strong theoretical understanding of leadership approaches, in conjunction
with positionality and personal worldview, a personal framework has taken shape which guides
how I identify and respond to organizational problems within the ISP context.
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Leadership Problem of Practice
The correlation between professional collaboration, teacher performance, and thus
student achievement is widely known throughout the world (Chen et al., 2020; Donohoo et al.,
2018; Hargreaves & Fullan, 2012; Liaw, 2009; Versland & Erickson, 2017), yet developing a
culture of highly effective collaborative practice within cross-cultural professional contexts
represents a significant challenge for international school leaders (Erbe et al., 2015; Laroche &
Yang, 2013; Shaw, 2001).
Left unchallenged, inadequacies in knowledge sharing, building, and analysis risk
reduced effectiveness in teaching practices. In addition, without an organizational climate that
facilitates professional interactions with colleagues, including cross-cultural interactions,
international educators can struggle to maximize their full teaching potential (Hargreaves &
Fullan, 2012; Netolicky, 2019). Further complicating this issue is how many educators in
international school contexts often engage in isolated versions of teaching and learning and
remain within familiar cultural contexts.
The current state of collaborative practice at ISP represents limited collaborative
knowledge building, exacerbated by a deficiency in a collective collaborative capacity, limited
opportunities for collaborative practice, and isolated teaching practices. However, educators
must co-create the requisite professional knowledge and skills associated with effective teaching
practices (Stuart, 2016; Hord et al., 2011). To this end, the complexities of mixed-culture teams
are often without consideration, thus limiting how much co-created knowledge can be shared and
leveraged (Hargreaves & Fullan, 2012). In addition, minimal attention is given to the crosscultural working context and the barriers to collaboration it presents (Lai et al., 2019; Leung &
Waters, 2017; Shaw, 2001). International school leadership teams are responsible for
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establishing school cultures that incorporate internationalism while improving learning and
teaching.
As the Headmaster at ISP, the problem of practice under investigation focuses on
establishing an organizational culture of professional collaborative practices within a culturally
diverse teaching faculty. The vision for professional collaborative practice at ISP involves
purposely developing and sustaining a professional school culture that is universally supportive,
collaborative, and committed to building collective capacity. Expanding upon the organization’s
ability to harness the power of co-created knowledge-building opportunities in a cross-cultural
environment, and thus improve upon teaching and learning practices across the school (Hord et
al., 2011; Stuart, 2016), represents the foundation of a vision for the future and is in alignment
with the school’s constructivist philosophical roots. While identifying such a problem is key in
achieving the organization’s vision and mission, addressing the problem requires a deeper
understanding of the complete organizational picture.
Framing the Problem of Practice
Developing a culture of professional collaborative practice at ISP is further influenced by
a variety of interconnected yet independent constructs. Framing the problem of practice in this
manner allows for perception through different lenses and thus facilitates a more profound sense
of clarity and understanding (Bolman & Deal, 2017). The following section situates the problem
of practice at ISP within relevant postcolonial and cross-cultural theory, internal and external
contextual factors, social justice, and the broader contextual space.
Postcolonial Theory
Evolving from Said’s writings on Orientalism (1979) and later as an offshoot of the larger
critical theory discourse, postcolonialism in its present iteration mainly grew out of

14
contemporary poststructuralism and postmodernism (Gandhi, 2019) and is “primarily concerned
with accounting for the political, aesthetic, economic, historical, and social impact of European
colonial rule around the world in the 18th through the 20th century” (Elam, 2019, p. 1). Using
the term as a literal characterization of once colonized societies (Dirlik, 1998), the Philippines
occupies a complex postcolonial landscape (Bankoff & Weekley, 2017), in which the influence
of western imperial and cultural hegemony continues to be impactful. The forms of capitalism
ushered into the Philippines under the guise of globalization (Hébert & Abdi, 2013) are firmly
rooted in Euromerican or “neocolonial” political, economic, and educational models (Nguyen et
al., 2009; San Juan, 1996). In this light, ISP is an acute representation of “progress” attributed to
globalization and neocolonial influences.
Cross-Cultural Theory
A cross-cultural approach to human behaviour addresses how individual culture is related
to organizational phenomena such as professionalism, collaboration, and leadership; and enables
the reconceptualization of models, constructs, and boundaries of traditional organizational
behaviour theories. Cross-cultural theory posits that how individuals interact with others and
respond in certain circumstances is irrevocably linked to cultural background (Gibson &
McDaniel, 2010; Hofstede et al., 2010; see also Hallinger, 2004; Marsh & Knaus, 2015). As an
international school, ISP is characterized by daily cross-cultural professional interactions
between individuals who view educational constructs through unique and culturally defined
lenses (Lai et al., 2019). As such, everything processed and responded to is done so through a
cultural lens.
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Organizational Analysis
Conducting an organizational analysis helps identify the external and internal
organizational influences. Using an organizational model will help place data into manageable
categories (Burke, 2018; Burke, 2021). The model chosen to guide the analysis of ISP is an
adapted version of the Burke-Litwin model of organizational change (Burke & Litwin, 1992)
developed by Spangenberg and Theron (2013).
Discussed in more detail in chapter two, the adapted Burke-Litwin model represents an
accurate depiction of ISP’s organizational context while also accounting for the complexities
associated with the problem of practice. In conducting an organizational analysis, the model’s
strategic triangle (leadership, strategy, organizational culture, and human capital) clarifies the
internal contextual factors, while a political, economic, sociological, and technological (PEST)
analysis identifies external contextual factors. The following section considers these factors as
they relate to ISP and the problem of practice.
Internal Contextual Factors
School leadership, organizational culture, human capital, and collective learning are key
internal contextual factors and will be further examined below.
School Leadership. Leadership teams at ISP navigate familiar educational theory from a
context quite removed from the national system, allowing for significant agency (Shaw &
Blandford, 2004). Gardner and McTagert (2018) refer to this space as a duality, where leadership
leverages the bottom against aspirational educational values. The ISP Headmaster has gained
insight as a leader within various international school contexts and cross-cultural work
environments. These experiences have led to a pragmatic worldview, a constructivist mindset,
and an approach that aligns closely with authentic leadership. However, through an intersectional
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lens, the headmaster possesses identity-based biases that must be acknowledged when
considering an organizational change (Chunoo et al., 2019; Jones, 2016).
Organizational Culture. Hargreaves and Fullan (2012) delve into the complexities of
organizational culture and break it down into two different categories: individualistic and
collaborative. Individualism is characterized by teachers who continue to teach in professional
isolation and as a result, become increasingly ineffective. The most robust collaborative cultures
require an underlying level of trust and respect as the foundation upon which secure formal and
informal relationships are built (Fullan & Hargreaves, 2012). Organizational culture has a
profound influence on all aspects of school life, which positions it as the operational centre of the
school (Harris & Kemp-Graham, 2017).
Human Capital. Fullan (2014) writes extensively on human capital; however, he
describes it at its most basic level as the quality of individual teachers. However, Hargreaves and
Fullan (2012) suggest that human capital must be part of the professionalism in education
conversation and complemented by two other forms of capital: social and decisional. Social
capital represents the quality of interactions between individuals, while decisional capital
represents the essence of professionalism in making discretionary judgments (Hargreaves &
Fullan, 2012). The collected forms of capital are then recast as professional capital, which
explores the connections between teachers’ status as a professional, the characteristics of quality
teaching, and the power of professional interactions (Hargreaves & Fullan, 2012).
Collective Learning. It has been argued that the promotion of professional learning by
school leadership, and thus the strengthening of collective capacity, is one of the most potent
ways in which improvements can be made in student performance (Robinson & Hargreaves,
2011). It has also been argued that such learning cannot happen in isolation but is instead the
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product of co-constructed knowledge building (Chong & Kong, 2012; Harris et al., 2017; Hord
et al., 2011; Stuart, 2016;). The current state of collaborative practice at ISP represents limited
collaborative knowledge building, exacerbated by a deficiency in a collective collaborative
capacity, limited opportunities for collaborative practice, and isolated teaching practices.
External Contextual Factors
Political, economic, sociological, and technological factors represent important external
influences on change at ISP and will be further examined below.
Political. Despite being granted the right to exist largely autonomously, the national
department of education (DepEd) can significantly influence the school. For example, DepEd’s
mandate is to supervise all public and private elementary and secondary educational institutions;
and provide the establishment and maintenance of a system of education relevant to national
development goals (DepEd, 2021). A mandate such as this creates an operational environment
where ISP operates independently—with expectations of self-management and self-financing—
while DepEd provides governmental oversight in alignment with national interests, impacting
ISP operations.
Economic. ISP operates like most international schools and businesses with a fiscal
bottom line and is therefore influenced by its economic context. The school exists within an
economic market that incorporates oligopoly and monopolistic competition structures
(MacDonald, 2006). Therefore, staying ahead of competing schools in the area is an economic
priority. As such, ISP is motivated to meet high standards of education. The economic market
also highlights the importance of maintaining high standards when retaining students and
teachers as an economic priority.
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Sociological. The fluctuation of student enrollment at ISP has significant sociological
relevance. One such reason for uncertainty in this area relates to the closing or opening of
international and local businesses within the area. Similarly, teaching faculty at international
schools tend to reflect a high level of turnover from year to year. The school’s ability to attract
new teaching staff, or retain teachers already working at the school, is another challenge.
Teachers at ISP constitute a culturally diverse set of ideologies, the vast majority originating
from the Philippines and North America.
Technological. Over the last decade, technological developments have added to
communication and collaborative practice methodologies and effective collaborative practices at
ISP. As these educational and communicative technologies have evolved relatively quickly, ISP
has been motivated to modify operational practices, such as teaching and learning strategies, to
keep pace. The result is a commitment to professional development opportunities geared toward
technological advancements, adopting various digital instruction platforms, and continuously
upgrading information technology resources.
The Social Justice Context
The problem of practice brings to light inequity in cultural representation within ISP’s
singular professional school climate. In line with cross-cultural theory, principles of justice are
interpreted and defined through differing individualistic or collective cultural lenses (French &
Weis, 2000). At ISP, the actions of others are judged through one’s cultural lens and set of
values, leading to potential misjudgments and incorrect conclusions (Shaw, 2001). Social justice
requires a collective leveraging of creativity, respect for novel thinking, and a supportive social
environment where individuals can respectfully engage in personal and social identity work
(Chunoo et al., 2019). As Chunoo et al. (2019) suggest, building a professionally inclusive and
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collaborative culture at ISP will require educators to unlearn deficit-based perspectives,
challenge preconceived notions, dispel ignorance, and work toward a greater understanding of
diverse lived experiences.
In summary, complexities of organization change management come to light when
considering the various theoretical and contextual factors that frame the problem of practice. As
such, change leaders are left with questions that help to guide them toward potential solutions.
Guiding Questions
As an open system, all components that make up the organization are influenced by their
internal and external environments (Bastedo, 2006; Burke, 2018), and as such, an individual
influence could be felt throughout the organization. In the open system context of ISP, it is
unsurprising that organizational change can become quite complex (Deszca et al., 2020). For
example, establishing a professional culture of collaborative practice at ISP is not simply
determined by one internal contextual factor, such as effective school leadership, but rather the
combined complexities of all internal and external contextual factors, in addition to the historical
context from which those factors have evolved (i.e., postcolonialism and cross-cultural theory).
Emerging Challenges
On the surface, the problem of practice centres on the understanding of how different
lenses influence professional collaborative practice at ISP. To this end, one might examine how
specific organizational structures lead to the development or deterioration of meaningful crosscultural professional connections. On a deeper level, however, developing a better understanding
of how cultural backgrounds can influence professional interactions becomes a challenge. For
example, one might examine how the postcolonial narrative affects power dynamics throughout
the cross-cultural context.
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Similarly, the Headmaster’s identity represents an emerging challenge in the crosscultural postcolonial context. Leadership and whiteness are inextricably entwined in postcolonial
nations such as the Philippines (Liu, 2017). Leadership’s neutrality is heavily influenced by
identity, and as such, an ethical leadership challenge might emerge.
Lines of Inquiry
Cross-cultural theory posits that how individuals process information and interpret reality
is dependent on their cultural background and constructed worldview. Therefore, it is pretty clear
that cross-cultural work contexts, such as those of ISP, are composed of numerous lenses through
which knowledge is built. At the heart of the problem of practice is cross-cultural professional
interactions. What organizational structures can be leveraged to promote collaborative
knowledge-building opportunities among professionals?
As a response to the complexities of cross-cultural work environments, several
researchers have suggested multi-theoretical approaches to cross-cultural leadership (Grosskopf
& Barmeyer, 2021; Hannah et al., 2014). Which approaches to leadership are better suited
toward establishing a professional culture of collaborative practice at ISP?
In acknowledging the postcolonial organizational context and the role of leadership at
ISP, one might also consider the role of critical leadership theory within organizational change.
For example, Jimenez-Luque (2021) argues that leadership legitimizes Eurocentric social order
in the ISP context, with colonial structures of power based on race, culture, and identity. Do
critical leadership theory and decolonizing leadership need to be considered within
organizational change at ISP?
It has been noted that cooperation among workgroups is an indispensable resource deeply
affecting organizational success, with individualism and collectivism among individuals being
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widely researched (Nguyen & Boles, 2010). With cultural individualism and collectivism at play
throughout the organization, how can a unified and like-minded professional culture of
collaborative practice be established?
While these lines of inquiry may not be comprehensive in nature, together they help
activate higher-levels of thinking, which are essential when establishing a well-conceptualized
and leadership-focused vision for organizational change.
Leadership-focused Vision for Change
As Deszca et al. (2020) acknowledge, developing a vision for change is a powerful way
in which change leaders can communicate an idealized view of the future. By defining where an
organization is now and envisioning a better future, change leaders guide an organization with
mental pictures of an improved future. The following section outlines the envisioned future state
of ISP, identifies the space between the present and future states of the organization, highlights
how the future state will improve the organization, examines priorities for change, and identifies
the organizational drivers of change.
Envisioned Future State
As discussed earlier, ISP aspires to be a community where individuals of different
nations, cultures, religions, and family backgrounds can learn from one another in an atmosphere
of mutual understanding and respect and be characterized by a professional spirit that leads to
high-quality educational opportunities (ISP, 2017). As such, the future state of ISP is one in
which educators develop professional capacity as part of a collective, enhanced by the presence
of cross-cultural perspectives, co-creating knowledge for the betterment of professional practice.
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The future state of ISP is envisioned to reflect the purposeful development, maintenance,
and adoption of a professional school culture that is universally supportive, collaborative, and
committed to building collective capacity (Datnow & Park, 2018; Fullan, 2001; Hargreaves &
Fullan, 2012). A school culture within which equity deficits no longer lead to cultural
misunderstandings or misjudgments; where creativity, respect for novel thinking, and a
supportive social environment are leveraged in the name of social justice (Chunoo et al., 2019).
A school culture within which deficit-based perspectives have been cleared from the collective
mindset and the community works together toward establishing a greater understanding of
diverse lived experiences. A school culture within which the drive to partake in continuous
school improvement and growth processes empowers professional educators to work together for
the benefit of all learners (Hargreaves & Fullan, 2012).
The future ISP will have expanded upon its capacity to harness the power of co-created
knowledge-building opportunities in a cross-cultural environment and postcolonial context and
thus will reflect improved teaching and learning practices across the school (Hord et al., 2011).
The Space Between Future and Present States
The current state of collaborative practice at ISP represents limited opportunities for
collaborative practice, and limited collaborative knowledge building. In addition, minimal
attention is given to the significance of cross-cultural contexts and the significant barriers to
collaboration they present (Shaw, 2001). Similarly, little to no acknowledgment of the
postcolonial context is included in the purposeful development of school culture. The following
sections further explore these identified gaps between the current culture of collaborative
practice and the desired vision for the future, also representative of priorities for organizational
change in line with the problem of practice.
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Professional Collaborative Practice
Although professional collaborative practice has been proven to impact school culture
and improve student achievement positively, it takes a concerted leadership effort and a
significant amount of time (Hargreaves & Fullan, 2012; Harris & Kemp-Graham, 2017; Harris et
al., 2017; Hord et al., 2011). As such, ISP has not fully established a practical approach to
facilitating opportunities for collaborative practice. Instead, educators rely on less purposeful and
structured forms of collaboration that may not be as productive in co-creating knowledge to
improve teaching and learning. Bridging this gap will require an organizational restructuring and
a shift in priorities, allowing for the time and space needed for effective collaborative practice.
Capacity to Collaborate Professionally
Bridging the gap in opportunities for effective collaborative practice becomes irrelevant
if educators lack the capacity to participate in effective collaborative practice. Applying the
observation made by Freeth (2020) to the ISP context, one might say that school administrators
often assume teachers already possess the capacity to participate in effective collaborative
practice. However, as alluded to, teachers must develop the ability to elevate basic forms of
collaboration to effective forms of professional collaborative practice (Eaker, 2020; Fullan,
2011; Hargreaves & Fullan, 2012; Hord et al., 2011). Perhaps due to the lack of organizational
structure providing opportunities for professional collaborative practice, perhaps due to the lack
of capacity, or perhaps for other reasons, frequently educators at ISP teach in professional
isolation.
Minimizing the Cross-Cultural Context
A cross-cultural approach to human behaviour addresses how individual culture is related
to organizational phenomena such as professionalism, collaboration, and leadership (Gibson &
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McDaniel, 2010). Although professional interactions at ISP are most certainly characterized as
cross-cultural, the impact and significance of these types of interactions are not sufficiently
addressed. This oversight can lead to equity issues and cultural misunderstanding or
misjudgments, significantly impacting the efficacy of efforts toward collective capacity building
and co-construction of knowledge (Lai et al., 2019; Leung & Waters, 2017; Shaw, 2001).
Absence of Postcolonial Discourse
Also discussed earlier, the Philippines occupies a rather complex postcolonial landscape.
However, despite the ISP cross-cultural context, postcolonial discourse is absent. Such a
discourse could bring attention to the Euromerican political, economic, and educational models
within which ISP is centralized (Nguyen et al., 2009; San Juan, 1996) and could highlight how
historical narratives significantly influence how knowledge is constructed in the local Filipino
and Southeast Asian region (Bankoff & Weekley, 2017). Similarly, engaging in postcolonial
discourse would allow all community members to locate their positionality, thus establishing the
groundwork for decolonizing their mindset and the unlearning of deficit-based perspectives
(Chunoo et al., 2019).
Drivers of Change
As an open system, ISP is dependent on, and it is positioned in continual interaction with
the environmental forces (Burke, 2018). Thus, ISP is subject to the influence of various driving
forces of change both within the organization and beyond its boundaries, in a cycle of
informational inputs and outputs. An adapted Burke-Litwin model of organizational change
(Figure 1) is used here to help identify significant drivers of change.
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Figure 1
Revised Burke-Litwin Model of Organizational Change

Note. Adapted from “A Critical Review of the Burke-Litwin Model of Leadership, Change and
Performance” by H. Spangenberg and C. Theron, 2013, Management Dynamics, 22(2), 29-48.
(https://www-proquest-com.proxy1.lib.uwo.ca/docview/1439534543?accountid=15115)

Leadership, positioned at the apex of the model, represents the main driving and
inspirational force behind organizational change (Spangenberg & Theron, 2013). Leaders of
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international schools must navigate familiar educational leadership theory; however, they must
do so from within unique contexts often quite removed from most national systems (Shaw &
Blandford, 2004), often allowing for significant agency in determining success criteria. Creating
effective collaborative cultures and communities depends very much on school leaderships’
ability to pull people toward progressive change.
International schools like ISP are continuously faced with isomorphic pressures to adopt
similar educational approaches (Machin, 2019). In part, these isomorphic pressures motivate
school leadership to drive change to improve the quality of learning and teaching practices.
Examples of such drivers include international accreditation bodies such as the East Asian
Regional Council of Overseas Schools (EARCOS) and the Western Association of Schools and
Colleges (WASC).
As a non-profit organization, the school is 100 percent dependent on student enrollment
fees to maintain its educational program. In addition, the influence of the local economy is a
driving force. Setting an unmatched academic standard has become a strategy for navigating
economic downturns and has come to be an expectation of current and prospective students. Not
meeting expectations may lead students to transfer to a neighboring school.
Current research in ethics and international education is also a driving force, helping
school leadership formulate a vision for professional collaborative practice in cross-cultural
contexts. The literature pointed to the significant benefits of effective collaborative practice and
clarifies that a Western-centric educational paradigm in a school that educates and employs an
Eastern majority has created a social justice issue.
In summary, the leadership-focused vision for change seeks to shift the culture of the
organization toward one that has the capacity to become characterized as professionally
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collaborative. With the gap between ISP’s current reality and its ideal vision for the future
clearly articulated, the discussion transitions toward identifying the degree to which ISP is ready
for change.
Organizational Change Readiness
Change readiness has been defined as an individual’s beliefs, attitudes, and intentions
when considering a presented need for change and the capacity to enact said change (Rafferty et
al., 2013). These individual predispositions are determined by prior organizational change
experiences, the organizational culture’s flexibility and adaptability, and the collective
confidence in leadership (Deszca et al., 2020). However, change readiness is not limited to the
individual, as it can also be assessed within collectives such as groups, teams, and organizations
(Rafferty et al., 2013; Shea et al., 2014).
Weiner (2009) suggests this type of collective change readiness represents a shared
psychological state in which group members feel they possess the capacity to enact
organizational change confidently. In other words, collective change readiness, such as within
groups and organizations, is based on shared beliefs and collective capabilities among
interdependent individuals. Interestingly, Weiner (2009) also suggests that a collective valuing of
change may be achievable regardless of individual group members’ value-based reasonings. In
this light, the collective valuing of organizational change is more of a readiness determinant than
a set of individual beliefs, supporting the notion that change readiness should be conceptualized
as a multi-level construct (Armenakis & Bedian, 1999; Holt et al., 2007) composed of individual
perceptions throughout various collective contexts.
The above discussion touches on what several researchers believe to be an inseparable
relationship between readiness and capacity (Armenakis & Bedian, 1999; Durlak & DuPre,
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2008; Flaspohler et al., 2008), in that readiness represents an attitude, and capacity reflects the
required skills, knowledge, and behaviours (Oterkiil & Ertesvåg, 2012). Holt et al. (2007)
operationalize a synthesis by defining readiness for change as a comprehensive attitude that is
inﬂuenced simultaneously by the content, the context, and the individuals involved and
collectively reﬂects the extent to which an individual or a collection of individuals is cognitively
and emotionally inclined to accept, embrace, and adopt a particular plan to purposefully alter the
status quo. (p. 326)
With this definition, Holt and colleagues begin to operationalize a multifaceted
understanding of readiness by incorporating change content, the change process, the change
context, and the individuals implementing change—independently or as a collective. With an
understanding of what change readiness encompasses, change leaders can assess contextual
change readiness factors.
Assessing Readiness Factors
While it is widely agreed that organizational change readiness is a major determining
factor in the success (or failure) of change management, it generally remains underdeveloped and
underutilized by change leaders (Deszca et al., 2020; Rafferty et al., 2013; Napier et al., 2017;
Oterkiil & Ertesvåg; 2012). Shown in Figure 2, the adapted Burke-Litwin model for
organizational change (Spangenberg & Theron, 2013), in conjunction with Oterkiil & Ertesvåg’s
(2012) model to guide change readiness assessment, provides an organizational framework for
identifying key change readiness dimensions specific to the problem of practice and the ISP
context. The purposeful use of the model will also ensure organizational alignment with
supportive organizational systems and structures throughout the change process.
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Figure 2
Revised Burke-Litwin Model of Organizational Change for Assessing Change Readiness

Note. Figure is a synthesis of a model to guide change readiness assessment (Oterkiil &
Ertesvåg, 2012) and an adapted Burke-Litwin model of organizational change (Spangenberg &
Theron, 2013).
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As discussed earlier, and as reflected in the revised Burke-Litwin model of organizational
change for assessing change readiness (Figure 1), ISP is characterized as an open system. All
components that make up the organization are influenced by one another (Bastedo, 2006; Burke,
2018), leading to the logical assumption that perceived change readiness in one area of the
organization would impact change readiness across the organization. It can then be logically
deduced that the most impactful drivers of change will influence change readiness across the
organization (Oterkiil & Ertesvåg, 2012). In this light, all components of the organizational
change model can affect change readiness; however, the components of the strategic triangle
(leadership, strategy, organizational culture, and human capital) become the critical readiness
assessment dimensions, with leadership being the most critical readiness indicator.
Leadership occupies a significant position in driving change and establishing change
readiness. As the model illustrates, leadership's positioning at the apex represents authority in
driving organizational change and power when influencing change readiness. However, ISP’s
strategic pillar lacks reference to cross-cultural professional connections, the school’s culture is
one that prioritizes the collective without critical self-reflection, and the capacity to make
significant change in these areas represents a gap in human capital.
Trust in the headmaster’s leadership and ability to guide the organization toward a
collective vision is strong, representing an overall readiness for general organizational change.
However, the organization exhibits limited readiness with regards to the specific change
associated with establishing a culture of collaborative practice in a postcolonial international
school. As such, leadership can influence change readiness by establishing an applicable change
strategy, promoting an organizational culture congruent with the change vision, and elevating the
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school’s collective capacity to examine cross-cultural and postcolonial interactions throughout
the organization.
Readiness can also be connected to leadership approaches as not all approaches, in all
contexts, elicit positive responses to change efforts (Oterkiil & Ertesvåg, 2012). Leaders that
employ a combination of leadership approaches and management styles while communicating a
clear vision for change and establishing a collaborative organizational culture seem to be highly
effective at facilitating organizational change (Oterkiil & Ertesvåg, 2012). It is essential that the
school is motivated and ready to participate in new change initiatives, which entails the
development of organizational strategizing and planning.
Chapter 1 Conclusion
This chapter aimed to describe a particular organizational problem while exploring its
connections to context, vision, and leadership agency for organizational change. In doing so, a
detailed account of the contextual background was provided. Attention was then drawn to the
change leader's position, role in the change process, and unique leadership lens. The need to
establish a professional culture of collaborative practice within the organization was presented as
a problem of practice, framed in cross-cultural theory, postcolonial theory, and organizational
analysis. As a result, questions and potential challenges emerged, providing insight into future
inquiry.
Leading into the second chapter, which focuses on the “why” of organizational change, a
leadership-focused vision of the future state of ISP was articulated. An organizational change
journey remains formidable for even the most experienced change leaders; however,
organizational change is manageable with a solid theoretical and contextual understanding of the
problem of practice.
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Chapter 2: Planning and Development
With ISP’s specific organizational problem having been explored and firmly connected to
the intricacies of its organizational context, change leadership becomes the primary focus of this
next chapter. As highlighted in chapter 1, leadership is the primary force driving organizational
change and establishing organizational readiness (Spangenberg & Theron, 2013; Oterkiil &
Ertesvåg, 2012). Further exploration into the construct of leadership within the ISP change
context is required. Chapter 2 explores leadership related to establishing a professional culture of
collaborative practice at ISP.
Beginning with approaches to leadership, the author highlights relevant literature and
draws attention to the approach most appropriately aligned with the problem of practice. The
author then explores how relevant change frameworks and types of organizational change
compare. Next is a detailed critical organizational analysis and synthesis of readiness findings to
diagnose specific organizational change needs. As a result, social justice and decolonization
challenges associated with organizational change at ISP emerge. Finishing up the chapter, the
author explores potential solutions to the problem of practice, drawing attention to the change
process, required resources, and change priorities. Ultimately, one solution is deemed more
appropriate when compared to alternative options. This chapter aims to identify relevant
leadership approaches, establish a framework for understanding change, identify the most
appropriate change path to lead change, and determine the context of equity, ethics, and social
justice.
Leadership Approaches to Change
It has been presented in this OIP that professional collaborative practice is positively
correlated with teacher performance (Chen et al., 2020; Donohoo et al., 2018; Hargreaves &
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Fullan, 2012; Liaw, 2009; Versland & Erickson, 2017). It would seem logical that leadership,
when driving organizational change efforts toward establishing a professional culture of
collaborative practice, might have a similar positive correlation. However, this hypothesis
discounts many leadership variables within organizational change efforts, variables that might
lead an organization toward successful change, a failed change effort, or somewhere in-between
(Burke, 2018; Northouse, 2019).
Demands placed on school leaders are extensive and often seemingly unattainable. For
example, not only must leaders guide an organization toward an inspiring future vision, but they
too must be able to mold organizational culture, model the best of perceived leadership
characteristics, and know how to use their power for protecting the health and well-being of
those they lead (Schein, 2013). In addition, as the primary driving force of organizational change
(Spangenberg & Theron, 2013), leadership at ISP must also balance the theoretical and
contextual factors that frame the problem of practice, as highlighted in chapter 1.
Transformation and Transaction
Early research by Bernard M. Bass (1985) was among the first to identify
transformational leadership as its own unique leadership approach independent from, yet
positively correlated with, transactional approaches (Bass & Bass, 2008). More recently,
transformational leadership has been defined as “generating enthusiasm for a ‘vision’, a high
level of individualized consideration, creating opportunities for employees’ development, setting
high expectations for performance, and acting as a role model to gain the respect, admiration,
and trust of employees” (Lewis et al., 2012, p. 220). On the other hand, transactional approaches
do not individualize the needs of followers or focus on individual development.
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Kotter’s (1990) conception of leadership focused on distinguishing leadership from
management, presenting leadership and management as entirely dissimilar. He argues that the
essential components of leadership are focused on establishing organizational direction,
motivation, and inspiration, while management involves less-interpersonal processes like
planning, budgeting, and staffing. Such an understanding identifies the construct of leadership as
a process of transformation while associating management with methods of transaction. As a
result, more recent literature has shifted to a newer genre of leadership approaches that reposition
the primary focus of leadership from managerial (transactional) to transformational, emphasizing
interpersonal dynamics (Hannah et al., 2014).
Contextual Leadership Alignment
A contextual conceptualization of leadership acknowledges that successful organizational
change requires strong leadership and strong management while considering the implications of
cultural predispositions and cross-cultural interactions (Bass & Bass, 2008). In other words, for
organizational change to be successful at ISP, both transformational and transactional elements
of leadership should be integrated into the leadership approach while allowing for culturally
responsive adaptability.
Leadership Approaches
Researchers argue for using various leadership approaches simultaneously, not limiting
leaders to newer or traditional theories, essentially breaking through the popular binary of
transformation versus transaction and acknowledging the applicability of both given the proper
context (Arenas, 2019; Hannah et al., 2014). Said another way, adopting a multi-theoretical
approach might serve organizational needs and meet the demands of a given organizational
context. Such thinking challenges leadership theories that separate awe-inspiring
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transformational leadership from the mundane managerial approaches. The following sections
highlight the chosen approaches to lead change relating to the problem of practice at ISP;
authentic leadership (Luthans & Avolio, 2003) and adaptive leadership (Heifetz et al., 1994).
Authentic Leadership. As mentioned in chapter 1, authentic leadership stems from the
backbone of transformational leadership theory and as such, is grounded in the transformational
leadership practice of attending to the needs of followers and helping followers to reach their
fullest potential (Avolio & Gardner, 2005; Banks et al., 2016; Luthans & Avolio, 2003;
Northouse, 2019).
Authentic leadership is differentiated by maintaining an explicit moral duty to respect the
interests of the collective and the assumption that individuals have an intrinsically motivated
authentic self (Berkovich, 2014; Luthans & Avolio, 2003). Becoming self-reflective is critical to
understanding one’s authentic self. However, authentic leaders must also develop sensitivity to
the values of others to give meaning to their actions (Begley, 2006). Additionally, Luthans and
Avolio (2003) characterize authentic leadership as a process that draws from positive
psychological capacities and organizational context, resulting in greater self-awareness and selfregulated behaviours which foster positive self-development.
Avolio and Gardner (2005) and Avolio et al. (2009) go further in their characterization of
authentic leadership by presenting its four operational pillars. First, balanced processing refers to
a leader's capacity to objectively analyze when making informed decisions. Second, internalized
moral perspective refers to a leader’s internal moral standards, which are used to regulate
behaviour. Third, relational transparency refers to presenting one’s authentic self through the
open sharing of information and feeling while avoiding inappropriate displays of emotion.
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Fourth, self-awareness is represented by a demonstrated understanding of one’s strengths,
weaknesses, and how one makes sense of the world.
Figure 3 illustrates how authentic leadership is the product of the four operational pillars,
each strengthened by critical life events that draw on positive psychological capacities and moral
reasoning. For example, an authentic leader will have experienced critical life events equipped
with positive psychological capacities and moral reasoning. These critical life events will have
led to heightened self-awareness, internalized moral perspective, balanced processing, and
relational transparency. The authentic leader leverages these pillars to elevate the psychological
performance needs of followers (Wang et al., 2012).

Figure 3
Model of Authentic Leadership

Note. Adapted from “Leadership: Theory and Practice (8th ed.),” by P. Northouse, 2019,
Thousand Oaks, CA: Sage.
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However, authentic leadership can be criticized for ignoring the practical aspects of
multi-dimensional leadership (Berkovich, 2014) often required within organizations composed of
complex social dynamics, such as ISP (Hannah et al., 2014; Hoi & Walker, 2016; Shaw, 2001).
This criticism highlights the need for an adaptive approach to be considered.
Adaptive Leadership. While authentic leadership focuses mainly on leadership
characteristics, adaptive leadership targets leadership actions concerning followers’ work
(Northouse, 2019). Heifetz et al. (2009, p. 21) present adaptive leadership as “the practice of
mobilizing people to tackle tough challenges and thrive.” While authentic leadership is viewed as
an extended version of transformational leadership, the adaptive approach has been seen as a
subset of complexity leadership theory because it encourages learning, adaptation, and creativity
in complex organizations, such as schools (Northouse, 2019). In this regard, adaptive leadership
acts as a complementary leadership approach, shifting the focus from leadership characteristics
to behaviour.
Culturally Responsive Leadership Lens
While both authentic and adaptive leadership approaches align with the ISP change
context—focusing on congruent leadership characteristics, behaviours, and morality—the ISP
context also requires a culturally responsive leadership perspective. A cross-cultural approach to
human behaviour, and thus approaches to leadership, should take into consideration how
individual culture is related to organizational phenomena such as professionalism, collaboration,
and leadership; and enables the reconceptualization of models, constructs, and boundaries of
traditional organizational behaviour theories (Gibson & McDaniel, 2010). Leadership
approaches chosen to guide organizational change at ISP should be processed through a crosscultural theoretical lens. One example of such a theoretical process would entail authentic and
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adaptive leadership as ISP embraces critical self-reflection as the backbone of cultural
responsiveness and works to establish a culture of trust throughout the organization (Banwo et
al., 2021; Marshall & Khalifa, 2018). Figure 4 illustrates how authentic and adaptive leadership
can be integrated into one leadership approach which, when viewed through a culturally
responsive theoretical lens, allows for such flexibility.

Figure 4
Authentic and Adaptive Leadership Viewed Through a Culturally Responsive Theoretical Lens

Note. The figure is a synthesis of an authentic leadership model (Northouse, 2019),
characteristics of adaptive leadership (Heifetz et al., 2009), and notions of culturally responsive
school leadership (Banwo et al., 2021; Khalifa et al., 2016, 2019)
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Supporting this notion, Santamaría (2015) holds that cultural responsiveness is a
mandatory leadership prerequisite within cross-cultural international collaboration. While
culturally responsive leadership is intimately connected with a school’s geographic, crosscultural, and colonial/postcolonial positioning, it could be detrimental to associate one culturally
linked leadership practice over another (Khalifa et al., 2016). In this light, building flexibility
into an overall approach to change leadership could also assist in acknowledging specific cultural
tensions relating to different views of leadership (Hoi & Walker, 2016) and cross-cultural work
contexts (Shaw, 2001).
In summary, culturally responsive, authentic, and adaptive leadership, forms a singular
change leadership approach to best suit the cross-cultural and postcolonial change needs of ISP.
With a contextually suitable approach to leadership identified, the discussion can shift toward
developing an equally suitable framework for leading organization change.
Framework for Leading Change
Using an appropriate process for leading organizational change is a challenging yet
essential component of successful change (Deszca et al., 2020). In outlining a framework for
leading organizational change relevant to the ISP context, it would be prudent to briefly discuss
the types of changes that guide various approaches. The following section first discusses change
theory and relevant change models. Finally, relating the literature to the ISP context allows a
chosen change process to be presented.
Change Process Theory
Early research by Van de Ven & Poole (1995) situates organizational change within four
broad ideal-type process theories—life-cycle, evolutionary, dialectical, and teleological—from
which many organizational change theories are constructed. Researchers (Burke, 2018; Garud &
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Van de Ven, 2006; Van de Ven & Poole, 1995) characterize life-cycle theories as assuming that
change is an imminent process embedded within an organization and prefigured in the present
state. Evolutionary theories identify change as a continuous cycle of probabilistic events guided
by elements of variation, selection, and retention. Dialectic theories assume an organization
exists in a pluralist world where values, events, and forces compete, and change is the product of
these tensions. Teleological theories posit that organizational change is goal-oriented and guided
by a cycle of goal formulation, implementation, evaluation, and modification.
Van de Ven and Poole (1995) further classify the four change processes by situating them
along two separate dimensions; mode of change and unit of change. Mode of change refers to
change as it sits along a constructed or emergent continuum versus prescribed by deterministic or
probabilistic laws. Unit of change distinguished change that involves changing a single
organizational entity in contrast to more complex processes that involve interactions between
two or more organizational entities. The following sections further explore the two change
processes aligned with the ISP change context; teleological and dialectical theories.
Teleological Theory
Traditionally, change research in the field of Organizational Development has tended to
lean toward teleological processes of planned and episodic organizational change (Van De Ven,
2021). However, not all teleologic change is the same. The vast majority focuses on incremental
or transactional—commonly referred to as evolutionary (not to be confused with the change
process discussed in the prior section)— types of change that keep the fundamental structure of
the organization intact (Burke, 2018). Depicted in Figure 5, these changes are seen as less
dramatic or radical due to the preserving nature of deep organizational structures. While perhaps
less radical, they can elicit significant shifts in the organization.

41
Figure 5
Teleologic Change Process

Note. Adapted from “Explaining Development and Change in Organizations” by A. H. Van De
Ven and M. S. Poole, 1995, The Academy of Management Review, 20(3), 510.
(https://bit.ly/3qDnqiI)

Conversely, non-linear, sporadic, and transformational change—commonly called
revolutionary—will impact the deep structures upon which the organization was built (Burke,
2018). These changes tend to occur rapidly due to either internal or external influences. This
tendency has led to several process models for planned change that typically outline steps
presumed to guide change toward the ultimate organizational change goal.
Dialectical Theory
Recently there appears to have been a shift toward emerging views of unplanned and
continuous change that emphasizes experiential, emergent, bottom-up, and pluralistic social
constructionist movements that follow dialectical and evolutionary models of change (Higgs &
Rowland, 2005; Van de Ven, 2021). Illustrated in Figure 6, dialectic theories assume an
organization exists in a pluralist world where values, events, and forces compete, and change is
the product of these tensions.
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Figure 6
Dialectic Change Process

Note. Adapted from “Explaining Development and Change in Organizations” by A. H. Van De
Ven and M. S. Poole, 1995, The Academy of Management Review, 20(3), 510.
(https://bit.ly/3qDnqiI)

ISP Change Process
Reflecting on the above discussion, it becomes clear that the type of organizational
change will dictate the change method. For example, developing a culture of professional
collaborative practice within the cross-cultural and postcolonial work context of ISP is presented
within this OIP as a leadership problem of practice. This change is primarily aligned with
incremental teleological change processes that maintain the foundational components of the
organization intact. Some research, however, suggests that conceiving of organizational change
as having a singular theoretical focus may be overly simplistic (Van de Ven, 2021; Van de Ven
& Poole, 1995). It is suggested that organizational change within complex open systems is more
likely to be driven by a complex change process characterized by multiple simultaneously
occurring theoretical approaches. For this reason, and given the ISP context, dialectic process
theories must be considered alongside teleologic process theories, as illustrated in Figure 7.
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Figure 7
Teleologic and Dialectic Possesses Working in Unison

Given the organization's highly complex and cross-cultural context, pluralistic and highly
complex interactions among multiple diverse entities are inevitable. In other words, a framework
to guide the organizational change process at ISP should be built on a teleological foundation
while also providing enough theoretical flexibility for the inclusion of dialectical change
processes.
Comparing Relevant Frameworks
Several teleologic process models have been developed over the years, each with varying
degrees of difference and similarity. This section will explore some of these theories as they
relate to the ISP change context, including Lewin’s stage theory (1948), Kotter’s eight-stage
change process (1996), Duck’s stage curve (2001), and the change path model (Deszca et al.,
2020).
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Lewin’s Three Stage Theory
One of the first change process models developed was Lewin’s stage theory of change.
Lewin’s theory establishes organizational change as a three-step process of unfreezing a present
behaviour or way of operating, moving toward a new desired way of operating, and refreezing to
secure the established change (Burke, 2018, Deszca et al., 2020).
Lewin’s theory has been subject to substantial criticism for its perceived linear simplicity,
lack of naturally occurring sequence, and lack of a cognitive dimension (Burnes, 2020). Burnes
(2020), however, argues that Lewin’s theory is a robust understanding representation of social
change. The model's simplicity requires significant assumptions about Lewin’s intentions, which
has ultimately led scholars and researchers, such as Schein (1987), to further expand upon and
operationalize Lewin’s original work.
Kotter’s Eight-Stage Change Process
Kotter (1996) adds some complexity to earlier conceptions of the change process in
arguing that organizations must successfully navigate eight sequential stages, a process now
called Kotter’s eight stage process (Deszca et al., 2020). The stages represent a linear process of
1) establishing a sense of urgency, 2) creating a guiding coalition, 3) developing a vision and
strategy, 4) communication, 5) empowering employees, 6) generating short-term wins, 7)
consolidating change and producing more change, and 8) anchoring new approaches (Kotter,
1996). While the linear and sequential nature of the stages make it easy to follow and understand,
its rigidity may be incongruent with change in complex open organizational systems (Appelbaum
et al., 2012). Ultimately, it might be better to adapt Kotter’s eight steps to reflect a complex
change process (Graetz & Smith, 2010).
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Five-Stage Change Curve
Duck (2001) takes a different approach in associating emotional responses to change with
five change process stages, called the change curve. The change curve represents a simplification
of complex, ambiguous, and volatile human emotions throughout the five manageable phases of
1) stagnation, 2) preparation, 3) implementation, 4) determination, and 5) fruition (Deszca et al.,
2020). While Duck’s five steps reflect linear similarities to the prior process models, the change
curve emphasizes the emotional well-being of those affected by change. As such, the change
curve could be more appropriate for those who possess the capacity, and compatible leadership
approach, to accurately monitor the emotional well-being of others and themselves.
Change Path Model
The change path model (Deszca et al., 2020) represents a practical synthesis of the prior
models presented. It combines process and prescription, is not overly directive, and
acknowledges the emotional impact of organizational change (Deszca et al., 2020). For its
complexity, adaptability, and comprehensive nature, the change path model serves as the model
from which change at ISP will be guided. Following is an outline of the model’s four processes
designed to lead an organization toward effective organizational change.
Awakening. The first stage process of the change path involves becoming alert to the
need for organizational change. In conducting a critical organizational analysis, change leaders
become awake to specific gaps in organizational performance, and thus the need for change is
illuminated. While every context is unique, the problem of practice at ISP is influenced by
internal and external organizational factors. Equipped with relevant data, change leaders can
develop and disseminate a powerful vision for change.
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Mobilization. Once the need for change has been identified and a powerful vision has
been disseminated, change leaders can mobilize the change process by nurturing the participation
of others. Change leaders will need to convince others of the need for change, which will require
a deep understanding of the dynamics of the organization’s culture. Mobilizing change highlights
the need for strong interpersonal skills and the ability to leverage personality and knowledge.
Acceleration. As the change vision becomes more precise and others become active
participants in the change process, change leaders can accelerate the process through action
planning and implementation strategies. However, change leaders cannot rest on their laurels
during the process of acceleration, as change leaders must remain ready to adapt to the
unpredictability of internal and external factors, thus necessitating the need for iterative
monitoring and evaluation processes.
Institutionalization. Representational of the successful conclusion of a planned,
teleologic change process, institutionalization is when desired changes are indistinguishable from
the organization’s core structures. In other words, the changes have taken hold and have become
integral to the organization as a whole. Evaluating institutionalized change then becomes a way
to awaken future change, setting the process of change into motion once again.
To summarize, the change process at ISP is incremental in nature, while taking into
consideration top-down and bottom-up processes. Such a dichotomy, when combined with the
complexity of the organizational context, is well-suited to the change path model (Deszca et al.,
2020). With a framework for leading change established, the discussion shifts toward conducting
an organizational analysis designed to identify which structures need to be the focus of
organizational change.
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Critical Organizational Analysis
Conducting an organizational analysis is essential for change leaders to identify the
“what” in the change process (Burke, 2018). As discussed in chapter one, using a model to
conduct such an analysis helps place data into manageable categories (Burke, 2018; Burke,
2021). This section compares change models relevant to the ISP context. Further, it identifies
why a revised version of the Burke-Litwin Causal Model of Organizational Performance and
Change (Burke & Litwin, 1992) was chosen to conduct the critical organizational analysis. The
results of the organizational analysis will then be discussed, which will highlight needed
organizational changes pertaining to the problem of practice at ISP.
Relevant Organization Change Models
Several relevant models have stemmed from open-systems theory, designed to diagnose
needed organizational change. Those applicable to the contextual complexity of ISP include
Nadler and Tushman’s congruence model (1980) and the Burke-Litwin causal model of
organizational performance and change (1992).
Nadler and Tushman’s Congruence Model
Nadler and Tushman’s congruence model (1980), shown in Figure 8, is a relatively
complex open system model, effectively linking external input factors to organizational outputs
while also identifying internal organizational components and their interactions. The model holds
that an organization’s success depends on the congruence of four fundamental organizational
elements; the tasks to be completed, the people working on completing said duties, the
organizational structure, and its informal culture (Deszca et al., 2020). It assumes the dynamic
and interactive nature of organizational factors and the significant influence of external forces on
organizational outcomes, which is appropriate for the critical analysis of ISP.
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Figure 8
Nadler and Tushman’s Congruence Model

Note. Adapted from “A Model for Diagnosing Organizational Behavior” by D. A. Nadler and
M. L. Tushman, 1980, Organizational Dynamics, 9(2), 35–51. (https://doi.org/10.1016/00902616(80)90039-X)

Although the congruence model is complex, it appears to be lacking in areas specific to
the change context at ISP. For example, driving organizational change is purely assigned to the
environment, resources, and history as internal and external inputs. As such, the positioning of
leadership in the model is not explicit, making the change leader's role somewhat unclear.
Similarly, organizational culture is only implicitly identified within informal and formal
organizational arrangements, and such cultural ambiguity may not be ideal for the cultural
context of change at ISP. Furthermore, significant congruence between organizational
components might hinder relevant dialectic and teleologic change processes (Burke, 2018).

49
Burke-Litwin Causal Model of Organizational Performance and Change
The work of Burke and Litwin (1992) brought to the forefront several positive
developments, including well-defined cause-effect relationships between the internal and
external environments, the inclusion and distinction of the transformational-transactional
leadership paradigm, and a significant emphasis on the external environment as the primary
driver of change (Spangenberg & Theron, 2013). The Burke-Litwin model is a relatively
complex organizational change and performance model that can guide organizational analysis
and planned change.
The Burk-Litwin model represents an open system, and several arrows indicate
meaningful connections and inter-dependencies between organizational components.
Furthermore, Burke and Litwin follow the work of Bass (1985; 1990) in distinguishing between
transformational and transactional approaches to leadership. The top portion of the throughput—
external environment, leadership, mission and strategy, and organizational culture—represent
transformational factors, while management practices and below indicate transactional factors
(Burke, 2018). As the model gives greater significance (or weight) to its uppermost components,
leadership is secondary to the environment in driving organizational change.
While the Burke-Litwin model (Figure 9) seems to be an appropriate and well-established
model, (Burke, 2018), several of its components are out of alignment with the ISP context. First,
the Burke-Litwin model has not undergone any significant adaptations since it was established in
1992. As such, its current relevance within the quickly evolving landscape of organizational
change has been questioned (Spangenberg & Theron, 2013). Second, placing the external
environment as the primary force driving change is not representational of the ISP context.
Third, differentiating between transformational and transactional approaches, or leadership
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versus management, is at odds with current research highlighting the importance of multitheoretical approaches in cross-cultural, postcolonial contexts (Berkovich, 2014; Hannah et al.,
2014; Hoi & Walker, 2016; Shaw, 2001).

Figure 9
Burke-Litwin Model of Organizational Change

Note. Adapted from “A Causal Model of Organizational Performance and Change” by W. W.
Burke and G. H. Litwin, 1992, Journal of Management, 18(3), 523–545.
(https://doi.org/10.1177/014920639201800306)
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Revised Burke-Litwin Model
In light of the above-mentioned contextual misalignments, a revised version of the
Burke-Litwin model would be better suited to guiding a critical organizational analysis related to
the problem of practice at ISP. In other words, tailoring the original model in a manner that
maintains its validity will provide a better analytical fit for the organization.
A revised version of the Burke-Litwin model developed by Spangenberg and Theron
(2013), illustrated in Figure 1, has been chosen to guide the critical organizational analysis
presented in the following section. The revised model removes specific references to any
leadership approach, adds culture as an independent pillar of organizational change, and places
external factors in an all-encompassing location around the model rather than at the top. It is
argued that the revised model supports open systems, is highly adaptable, incorporates
contemporary approaches to leadership, is holistic and comprehensive, and clearly describes
leadership outcomes (Spangenberg & Theron, 2013).
What to Change?
The following section uses the revised Burke-Litwin model (Spangenberg & Theron,
2013) to guide an organizational diagnostic relating to the problem of practice, ultimately
identifying what to change within the organization. The following analysis begins with the
strategic triangle; school leadership at the helm and is followed by the organizational pillars
associated with strategy, organizational culture, and human capital.
Leadership
Leadership represents the primary driving and inspirational force for each of the other
organizational components, in addition to being the main driving force of organizational change
(Spangenberg & Theron, 2013). The problem of practice is framed in cross-cultural and
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postcolonial theory. As such, leadership must be well-versed in the implications of these
theoretical underpinnings. For example, in leading change associated with culture, change
leaders should thoroughly understand the school’s complex positioning within a postcolonial
landscape (Bankoff & Weekley, 2017; Dirlik, 1998; Hébert & Abdi, 2013; Nguyen et al., 2009;
San Juan, 1996), strengthening their capacity to facilitate meaningful postcolonial discourse.
Furthermore, leadership must possess the capacity to adopt cross-cultural approaches to human
behaviour and understand how one’s culture is linked to organizational phenomena such as
professionalism, collaboration, and leadership (Gibson & McDaniel, 2010).
At present, zero attention is given to developing the cultural responsiveness required of
leadership within postcolonial and cross-cultural contexts (Santamaría, 2015). Likewise, zero
attention is given to developing leadership approaches that embrace the type of flexibility
required in cross-cultural work contexts (Hoi & Walker, 2016). As such, a significant leadership
capacity gap has been identified. School leadership’s current capacity to drive organizational
change related to establishing a professional culture of collaborative practice within crosscultural and post-colonial contexts is insufficient.
Strategy Pillar
The strategy pillar of the revised Burke-Litwin model also includes managing structure
and core processes and process efficiency. An organization's strategy positions resources to
match internal capacities and anticipated environmental changes (Spangenberg & Theron, 2013).
While the overall organizational strategy at ISP exists within an open system, it is primarily
driven by school leadership and a constructivist educational framework. Managing structures and
core processes are established and maintained to operationalize the organizational strategy
efficiently. The problem of practice has expressed a need for strengthening professional
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collaborative practice, and thus a part of the school’s strategy should be to mobilize resources to
accommodate this need.
Currently, fostering professional collaborative practice is absent from the internal ISP
strategy; however, it is represented within external accreditation standards. In establishing
managing structures and core processes, very little to no attention has been given to the
purposeful development of professional collaborative practice. While working in collaboration is
a product of some existing managing structures and core processes, it is mainly a fortunate
byproduct of an unrelated organizational goal. In this light, the desired state of purposeful
professional collaborative practice is not feasible within the existing management structures and
processes. Resources are not positioned to meet the needs of professional collaborative practice.
Organizational Culture Pillar
The organizational culture pillar of the revised Burke-Litwin model also includes
managing organizational climate and individual values and motivation. Like the strategy and
human capital pillars, the organizational culture pillar is influenced by all other components of
the organization but is driven primarily by school leadership. Organizational culture is
considered representational of how an organization functions, given the organization’s core
values, assumptions, interpretations, and approaches (Spangenberg & Theron, 2013).
Additionally, studies have shown that an organizational culture characterized by strong
collaborative practice is positively correlated with employees’ effectiveness, productivity,
performance, creativity, and morale (Barczak et al., 2010; Kwantes & Boglarsky, 2007;
Schneider, 1995; Wallace & Mellow, 2015).
The essence of the problem of practice lives within the pillar of organizational culture. As
such, a gap has already been identified. The current organizational culture reflects limited
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collaborative knowledge building. In other words, ISP’s core values, assumptions, and
interpretations are not currently contributing to developing a professional culture of collaborative
practice. Burke (2018) suggests that changing an organization’s culture might be the most
challenging type of organizational change in that “you don’t change culture by trying to change
the culture” (p. 255). This statement alludes to the notion that, in an open system like ISP, you
must change the organizational components connected to culture for the culture to change. In
ISP’s context, change leaders might instead consider changing the organization’s approach to
leadership or the organizational pillars of strategy and human capital.
Human Capital Pillar
The human capital pillar of the revised Burke-Litwin model also includes managing
human talent and individual talent. The human capital pillar represents the degree to which an
organization’s staff possesses the competence and motivation required to function effectively
(Spangenberg & Theron, 2013). Effectively established and managed human capital has the
power to drive significant organizational change processes, including that of ISP.
The question must be asked, do the teachers and staff at ISP possess the capacity to
construct, maintain, and interact effectively within a culturally diverse professional culture of
collaboration, in a postcolonial setting? Individual capacity in this sense is complicated by the
complexity of the organization and the problem of practice. At present, professional development
initiatives at ISP largely ignore the contextual significance of cross-cultural and postcolonial
theory. As such, the current extent to which human capital can be leveraged to address the
problem of practice is negligible.
In summary, the revised Burke-Litwin model for organizational change (Spangenberg &
Theron, 2013) clearly identifies leadership as the most impactful influence—followed by
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strategy and human capital—on organizational culture. As, such focusing change efforts and
potential solutions on these components of the strategic organizational triangle is appropriate.
However, in the ISP context one must consider the ethical complexities associated with change
leadership before exploring potential solutions to the problem of practice.
Leadership Ethics and Decolonization Challenges
As leadership ethics and decolonization are integral to the theoretical underpinnings
framing the problem of practice, they have been deliberately threaded throughout this OIP. More
explicitly, the centrality of ethical leadership practices and the challenges of decolonization
necessitate a deeper discussion before presenting possible solutions. In other words, leadership
ethics and the challenges related to decolonization will most likely inform possible solutions to
the problem of practice. The following section engages in leadership ethics and the challenges of
decolonization.
Considerations in the Change Process
Education leaders regularly depend on ethics as a valuable tool for establishing socially
justified standards of practice and templates for moral action, while authentic leaders ground
their decisions in ethical processes (Begley, 2006). This section explores relevant ethical
considerations related to the ISP organization change context.
Ethical Paradigms and the ISP Change Context
Ethical paradigms aid how leaders progress through the process of ethical decisionmaking. While not all ethical paradigms are relevant all the time, research does suggest that
context plays a crucial role in determining their applicability (Liu, 2017). The implications of
diverse and dynamic change contexts must be considered, as change leaders will most likely shift
between multiple ethical paradigms. Wood et al. (2012) present four paradigms—ethics of
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justice, critique, care, and profession—that are either concerned with the outcomes of a decision
(teleological), the mechanisms by which a decision was made (deontological), the virtues that
guide the decision-making process (axiological), or a combination of the three. How these
paradigms interact with one another and the tensions that may consequently develop will need to
be considered by ISP change leaders.
While each paradigm possesses contextual significance, and one cannot be viewed as
more important than the others, they are presented here in the order in which they are perceived
to hold the most weight given the current ISP organization context.
Ethic of Profession. The ethic of profession maintains that there are sets of rules and
occupational norms that govern how one operates within that field (Wood et al., 2012). For
example, educators at ISP are expected to maintain the highest possible educational standards,
meet the educational needs of each student, uphold the positive reputation of the school and its
community, and establish safe learning environments, to name a few. With similarities to the
ethic of justice, change leaders might use a critical lens to consider the possibility that
professional rules and norms might disadvantage certain groups or individuals. Change leaders
must also consider how the ethic of profession might influence the organization's change
process. Similarly, the ethic of profession might impact the chosen leadership approach and
change framework.
Ethic of Care. Along the same lines as the ethic of critique, the ethic of care is concerned
primarily with the well-being of others rather than the rules and regulations that govern them.
The ethic of care is guided by values such as compassion, trust, and understanding (Wood et al.,
2012). Additionally, the ethic of care is congruent with culturally responsive leadership
approaches, with the moral responsibility to ensure the well-being of others. Using the ethics of

57
care, ISP change leaders must consider how decisions may or may not impact others within and
outside the organization.
Ethic of Justice. This paradigm holds that leaders have an ethical responsibility to
uphold the rules that govern their organizations. Being non-consequentialist is devoid of
considerations about the outcome of a particular decision (Wood et al., 2012). Examining the ISP
change context through a justice lens highlights the importance of employment handbooks,
department of labor regulations, and the organization’s legal obligations about its operation as an
international school independent from the department of education. Change leaders at ISP will
need to consider how these structures may or may not impact organizational change.
Additionally, the nature of the paradigm lends itself to top-down transactional leadership
approaches and represents a potential source of leadership tension, which should be considered
when utilizing authentic and adaptive leadership approaches.
Ethic of Critique. The ethic of critique is a morally based paradigm primarily concerned
with problems arising from decisions concerning ethics of justice. The critique view holds laws,
rules, and policies as unethically privileging certain groups over others (Wood et al., 2012),
presenting a tension between the justice and critique paradigms. As discussed earlier, examining
the ISP organizational context through a critique lens draws attention to western imperial and
cultural hegemony that continues to be impactful in the Philippines. Change leaders will need to
develop critical self-awareness (Scaffidi Abbate & Gendolla, 2016; Khalifa et al., 2016; 2019),
consider whether specific individuals have privilege over others, and manage the ramifications of
these privileges (Wood et al., 2012).
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Decolonization Challenges
In understanding the challenges associated with decolonization, it might first be helpful
to understand colonialism. Colonialism involves drawing together different parts of the world
through political and economic processes related to what is now referred to as globalization,
altering societal structures, cultural norms, and political and economic systems (Yende, 2020).
Perhaps more aptly stated, “colonization in the simplest term connotes rational abstract
associated with European invasion of the less powerful nations of the world and hence with the
later process of decolonization and the recent achievement of independence of 'national' units”
(Yende, 2020, pp. 283-284). In contrast, “decolonization is the process of deconstructing
colonial ideologies of the superiority and privilege of Western thought and approaches (Cull et
al., 2018, p. 7). In the Philippine context, the act of decolonization would involve disassociating
with Eurocentrism, viewed as a necessary practice to amplify marginalized voices (Wong & See,
2021).
However, as mentioned throughout this OIP, the Philippines occupies a complex
postcolonial landscape (Bankoff & Weekley, 2017), as does ISP. This positioning is partly
because the forms of colonial and neocolonial capitalism ushered into the Philippines under the
guise of globalization (Hébert & Abdi, 2013) are now firmly rooted in the country’s political,
economic, and educational models (Nguyen et al., 2009; San Juan, 1996). Another source of
complexity rests within the school's core identity.
As highlighted in chapter one, ISP is a product of American colonization efforts at the
turn of the 20th century, as the school was established during a contentious era of AngloCatholic tension and new imperial education policy (Justice, 2009). The very foundation of ISP
is grounded in Western colonial practices, which continues to be reflected in the school's
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educational approach and philosophy. For example, ISP continues to develop and transmit
Eurocentric curricula designed to prepare students for admission to universities and colleges
around the world for the purposes of developing future leaders. In doing so, the organization
establishes privilege amongst its students and families, and elevates the role of international
education as a means to alter societal structures, cultural norms, and political and economic
systems throughout the world.
Organizational Responsibilities
Starratt (2007) attributes a responsibility to serve the student’s good as the primary
ethical force attributed to the core work of professionals in education. ISP leadership team is
responsible for providing the greatest good for the most significant number of stakeholders,
adopting a utilitarian consequentialist approach (Burnes et al., 2018). French and Weis (2000)
would then position ethics of care and ethics of justice at the centre of the professionally ethical
discourse. The ethical responsibilities of ISP and its actors are addressed by ensuring change
leaders represent themselves ethically by adopting ethically congruent organizational change
frameworks for leaders to achieve positive and sustainable change (Burnes & By, 2012). Upon
such an ethical foundation, solutions to address the problem of practice can be suitably explored.
Solutions to Address the Problem of Practice
In critically analyzing the organization using a revised Burke-Litwin model, performance
gaps relating to the problem of practice become apparent. The following section examines four
possible solutions designed to fill these gaps and facilitate the proposed organizational change at
ISP. These solutions are to (a) establish culturally responsive leadership, (b) establish the school
as a professional learning community, (c) invest in social capital, and (d) purposefully maintain
the status quo. The feasibility of the four possible solutions will be determined based on the
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availability of required human, time, and fiscal resources. Additionally, each possible solution
will be evaluated for its potential to address identified gaps.
Solution #1: Cultivate Culturally Responsive School Leadership
Given the “weight” of school leadership in organization change (Spangenberg & Theron,
2013) and the impact leadership can have on all components of an organization, it is fitting that
the first solution presented focuses on the construct of leadership. Literature suggests that
culturally responsive school leadership effectively addresses the cultural needs of the entire
school community, and as such, goes beyond advocating for cultural work; they perform it by
seeking to institutionalize liberatory, anti-oppressive, and marginalizing organizational practices
(Banwo et al., 2021; Khalifa et al., 2016, 2019; see also Marshall and Khalifa, 2018; Wright et
al., 2018).
Developing a culture of professional collaborative practice within cross-cultural and
postcolonial contexts represents a significant leadership challenge (Erbe et al., 2015; Laroche &
Yang, 2013; Shaw, 2001). Research suggests that difficulty can stem from the complexity of
cross-cultural teams (Hargreaves & Fullan, 2012; Lai et al., 2019; Leung & Waters, 2017; Shaw,
2001).
What Needs Changing
The primary and perhaps most significant change required when establishing culturally
responsive leadership is a transition of leaders’ mindsets from a state of status quo toward one of
critical self-awareness (Scaffidi Abbate & Gendolla, 2016; Khalifa et al., 2019). For this reason,
the creation and implementation of a professional (yet personal) leadership development
program aimed at developing critical self-awareness are essential when establishing culturally
responsive leadership. Additionally, leaders must learn how to mentor and model cultural
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responsivity as a matter of practice, reducing the barriers to collaborative practice in ISP’s crosscultural work context.
Required Resources
The time required is both short and long-term in nature. In the long term, leaders must
commit to an ongoing process of self-reflection and modeling culturally responsive leadership
behaviours. In the short term, leaders must participate in periodic development sessions
dedicated to establishing a baseline understanding of themes connected to critical self-awareness
and cultural responsiveness. Initially, external human resources would be required to guide these
development sessions, as ISP cannot independently. As such, fiscal resources are needed to
procure relevant programs dedicated to developing critical self-awareness and cultural
responsiveness.
Evaluation
Solution #1 represents a change in culturally responsive leadership capacities to influence
organizational culture by breaking down complex cross-cultural work contexts and barriers to
professional collaborative practice. As such, the problem of practice is addressed indirectly and
over time. The primary resource required is fiscal, which would be necessary for the solution’s
initial implementation and taper off as capacity is established. Incidentally, fiscal resources are in
relatively short supply at ISP, which could pose feasibility problems. Time and human resources
are secondary, although essential, and are relatively abundant in supply. As leadership is the
primary inspirational and driving force of organizational culture, breaking down barriers to
collaborative practice is a leadership responsibility. Establishing culturally responsive leadership
will help in this regard and, therefore, represents a reasonable solution to the problem of practice.
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Solution #2: Establish the School as a Professional Learning Community
As discussed earlier, fostering a culture of professional collaborative practice is notably
absent from the internal ISP strategy, highlighting a gap. Solution #2 involves embedding
professional collaborative practice into core strategic processes in a way that prioritizes
professional outcomes. In other words, the critical components of professional collaboration can
be purposely integrated into ISP’s strategic processes. In his research, Hackman (2012) suggests
that six enabling conditions will have a powerful impact on group effectiveness; the presence of
a team structure, a compelling purpose, the right people, explicit norms of conduct, a supportive
organizational context, and team-focused coaching.
One way of accomplishing this type of integration is to transform the school culture into
a professional learning community. Professional learning communities help re-characterize
learning as supportive and collective, with shared leadership, values and vision, and a collective
professional practice application (Hord et al., 2011).
What Needs Changing
DuFour and Eaker (2009) suggest that the key to establishing effective professional
learning communities is the engagement of educators in the reculturing of the school’s
operational model. In other words, educators at ISP must consider the school's core strategic
processes and make adjustments as needed, ensuring the fit of professional learning
communities. Similarly, Fullan et al. (2015) suggest that an internal accountability framework
that sets the conditions for social learning must be created, and a growth-oriented approach must
be embedded in the ISP organizational culture. Current research suggests that developing a
shared vision of learning, providing professional learning opportunities, promoting collaborative
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work and learning, restructuring organizational processes, and strengthening school leadership
are essential in developing a professional learning community (Admiraal et al., 2021).
Required Resources
The resources needed for solution #2 are significant. The required changes are numerous
and require a substantial investment of time. For example, studies have shown that many schools
dedicate upwards of three years to undergo a similar organizational transformation (Admiraal et
al., 2021). Individuals will also be required to allocate their time, outside of professional
obligations, to needed learning opportunities and collaborative work. Solution #2 is a multi-year
commitment and as such, requires a correlating investment of fiscal and human resources. While
much of the change can be led from within (developing a shared vision, promoting collaborative
work, and restructuring organizational processes), outsourcing human resources will be required
for much of the needed professional learning and strengthening of leadership.
Evaluation
Solution #2 involves adjusting core strategic practices and in turn, simultaneously
influencing the organizational culture. Hargreaves and Fullan (2012) suggest that professional
culture relates to high-quality collaboration among qualified professionals, generating and
circulating knowledge, ideas, skills, and practices. However, focusing singularly on opportunities
for professional collaborative practice may be a relatively incomplete conception of ISP as a
professional learning community (Admiraal et al., 2021). Perhaps a more accurately portrayed,
solution #2 is the combination of several large-scale organizational changes that would take
place over a significant period. This solution, facilitated with a cross-cultural approach to
leadership, appears to be an effective way of developing a culture of professional collaborative
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practice. However, its significant dependency on time, human, and fiscal resources limit its
feasibility in the ISP context.
Solution #3: Invest in Social Capital
Fullan (2001, 2011, 2019, 2020) has argued that the organizational culture of
contemporary schools is in need of change and that this change can be accomplished by
developing educators’ collective capacity to discover, critically assess, and incorporate new ideas
and innovative practices. Hargreaves and Fullan (2012) suggest that professional culture relates
to high-quality interactions among qualified professionals, where knowledge, ideas, skills, and
practices are generated and circulated. In this light, a gap exists between the current
organizational culture at ISP and one viewed as professional. Social capital refers to the norms,
social networks, and relationships of value between individuals in a community, all influenced
by an elevated level of trust (Israel & Beaulieu, 2004). Hargreaves and Fullan (2012) outline
how social capital increases access to others’ knowledge and expands professional networks.
Substantial social capital within an organization is representational of high-quality professional
interactions and social relationships that provide access to the knowledge and information of
others, which results in an overall increase in knowledge. Leadership at ISP can develop social
capital to prioritize these outcomes and address the context-specific needs evident within the
problem of practice.
What Needs Changing
Trust is an integral ingredient in developing social capital and critical in developing
productive informal and formal relationships (Hargreaves and Fullan, 2012). Consequently, to
further develop an organizational culture characterized as trusting, relevant approaches to
leadership and values associated with trust will need to be part of a leadership capacity-building
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initiative. By learning about and refining the school’s approach to leadership, ISP can lead in a
manner aligned with the outcomes they wish to achieve. In leveraging organizational trust,
structures will need to be established that promote informal and formal professional interactions,
as high-quality interactions are dependent on professionals’ opportunities to learn from
colleagues (Hargreaves & Fullan, 2012).
Required Resources
Solution #3 includes implementing additional opportunities for formal and informal
interactions. Time represents the most significant resource, as additional time will need to be
allocated to developing these opportunities and for the opportunities themselves. The use of time
will affect school leadership and the larger school organization. Additionally, time resources are
required to refine the school’s leadership approach. Human resources will be needed to develop
additional opportunities for professional interaction and leadership capacity building while the
need for financial resources remains relatively low. Solution #3 can be accomplished within the
ISP organization without external support, while being able to remain within the organization
significantly reduces the need for fiscal resources.
Evaluation
Solution #3 involves allocating resources to develop informal and formal social
interactions, directly influencing organizational culture. On its own, however, establishing
organizational trust does not ensure high-quality professional collaborative practice. Similarly,
allocating time to social interaction does not, on its own, guarantee that knowledge, ideas, skills,
and practices are being generated and circulated. Without attention given to capacity building,
solution #3 seems incomplete and perhaps not adequate for addressing the problem of practice.
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Solution #4: Maintenance of the Status Quo
The problem of practice at ISP articulates a need to develop a professional culture of
collaborative practice in a cross-cultural and postcolonial context. As discussed in the first
chapter, the current state of collaborative practice at ISP is limited in collaborative knowledge
building, collaborative capacity, collaborative opportunities, and isolated teaching practices.
Additionally, very little attention is currently given to potential cross-cultural barriers to
professional collaboration (Lai et al., 2019; Leung & Waters, 2017; Shaw, 2001). While ISP's
current state reflects the above reality, maintaining the status quo is a potentially valid solution.
The status quo at ISP reflects many educationally sound practices supported by research
and student achievement data. For example, the current head of school’s approach to leadership
is characterized as authentic, trustworthy, and genuine while embodying values associated with
positive working relationships and organizational trust. The ISP organizational context is
complex, and the current head of school already adopts the multi-theoretical leadership approach
viewed to be in alignment with the change needs associated with the problem of practice
(Hannah et al., 2014; Hoi & Walker, 2016; Shaw, 2001). Likewise, during the current head of
school’s tenure, student achievement data has improved steadily, teacher retention rates have
climbed, and organizational capacity has improved. While there remains room for growth, the
current rate of improvement in these areas is trending in a positive direction.
What Needs Changing
The nature of Solution #4 requires that no changes be made to the organizational
structures of ISP, effectively maintaining the organizational status quo.
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Required Resources
The nature of Solution #4 requires that no additional resources are required beyond those
currently in use. As such, the need for time in the day-to-day maintenance of the school’s
mission and vision remain constant, human resources will remain focused on current operational
practices, and fiscal resources will continue to be allocated to sustain the school’s core strategy.
Evaluation
Solution #4 represents a “stay the course” mentality, accepting that change is a slow
process, and the current strategy seems to be producing successful student achievement results.
While not requiring additional time, human, and fiscal resources is initially promising, this
solution’s ability to address the problem of practice remains a question. The complexities of
cross-cultural and post-colonial work contexts have been highlighted throughout this OIP.
Solution #4 fails to address these complexities in meaningful ways, leading to questions about
leadership ethics in the ISP context.
Preferred Solution
In comparing the four possible solutions presented, the need for resources and perceived
efficacy in addressing the problem of practice must be examined. Shown in Table 1, each of the
four offered solutions and their resource requirements are compared. While solution #2
represents the most significant drain on available resources, solution #4 represents the most costeffective. Solutions #1 and #2 occupy the middle ground, with # 1 requiring more fiscal
resources and #2 requiring more human and time resources. Solution #1 is perceived as having
the most potential to effectively address the problem of practice, followed by solutions #2 and
#3. Solution #4 is perceived to have the slightest chance of effectively addressing the problem of
practice.
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Table 1
Perceived Resources Requirements and Efficacy of Proposed Solutions
Solution to the
Problem

Required Time
Resources

Required Human
Resources

Required Fiscal
resources

Efficacy

Solution #1

Low

Low

Moderate

High

Solution #2

High

High

High

High

Solution #3

Moderate

Moderate

Low

Moderate

Solution #4

Very Low

Very Low

Very Low

Low

The preferred solution to address the problem of practice and to lead ISP toward
developing a professional culture of collaborative practice is Solution #1, establish culturally
responsive school leadership.
Reflection
In presenting possible solutions to a problem of practice, one must first thoroughly
understand the problem and the organization to which it belongs. Change leaders must ask
questions and find answers on the path to understanding the problem's root causes. At ISP, the
problem of practice is not the product of poor leadership or negligent professional practices but
rather arises from the complexities of cross-cultural interactions in a postcolonial context. It
becomes apparent that an effective solution must sufficiently reflect cross-cultural and
postcolonial theory. This requirement is an interesting observation as potential solutions relating
to professional collaborative practice in a different organization might be entirely dissimilar,
highlighting the need for context-specific solutions to context-specific problems.
In choosing to establish culturally responsive leadership as the preferred solution, the ISP context
takes front and centre stage, as does the significant impact of leadership in driving organizational
change. As school headmaster, it is well within the author’s agency to develop and
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institutionalize an organizational culture that aligns with cultural responsivity and culturally
responsive leadership.
Chapter 2 Conclusion
This chapter intended to identify relevant leadership approaches, establish a framework
for understanding change, identify the most appropriate path to lead change, and determine the
context of equity, ethics, and social justice. After exploring relevant literature on leadership
approaches, change frameworks, and types of organizational change, the author presented a
critical organizational analysis relating to ISP and the presented problem of practice. As a result,
social justice and decolonization challenges associated with organizational change at ISP
emerged. Ultimately, potential solutions to the problem of practice were discussed, upon which
the preferred solution—to cultivate culturally responsive behaviours among school leadership—
was presented.
This OIP now transitions into the third and final chapter, which focuses on the “how” of
organizational change. Change remains a challenge for leaders; however, in establishing a
leadership approach, an organizational change framework, the context of ethics and
decolonization, and a preferred solution to the problem of practice, attention can now be given to
the development of change implementation, monitoring, and communication plans.
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Chapter 3: Implementation, Evaluation, and Communication
Through contextual and theoretical lenses, the preceding two chapters of this OIP
examined the problem of establishing effective professional collaborative practice within the
culturally diverse working environment of ISP. By aligning organizational context, leadership
theory, and change theory, this third and final chapter presents a corporate change plan. To start,
the change implementation component focuses planning and implementation efforts on the
preferred solution presented in chapter two. The plan includes measures to maintain
organizational alignment, steps to manage the transition, an examination of required resources,
and potential implementation issues. Next, a framework for change monitoring and evaluation is
presented, exploring the tools and measures to use throughout the change process. Methods to
build change awareness, address various audiences, mobilize knowledge, and communicate
milestones within strategic change communication are then presented, followed by next steps
and future considerations.
Change Implementation Plan
As leadership is the primary driver of organizational change, the change implementation
plan recognizes authentic, adaptive, and culturally responsive school leadership as essential
components of developing a culture of professional collaborative practice at ISP and focuses on
establishing cultural responsiveness. This way of thinking holds that attitudes and beliefs must
first change before processes related to organizational culture follow suit. As highlighted in
chapter two, the primary and perhaps most significant change required when establishing
culturally responsive leadership is a transition of leaders’ mindsets from a state of status quo
toward one of critical self-awareness (Scaffidi Abbate & Gendolla, 2016; Khalifa et al., 2016). In
addition, leaders must learn how to mentor and model cultural responsivity as a matter of
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practice, reducing the barriers to collaborative practice in ISP’s cross-cultural work context.
While it is acknowledged that additional change may be required to address the problem of
practice fully, this plan represents the first cycle of change designed to establish a professional
culture of collaborative practice within the cross-cultural work context of ISP.
At ISP, leadership is often fluid amongst educators. Administrators and teachers occupy
positions of leadership across various domains. For example, administrators typically lead from a
broader organizational perspective, while teachers often lead different curricular teams and
committees and directly lead learning within their classrooms. As such, the term “leadership,” as
it relates to establishing culturally responsive school leadership, applies to all educators in formal
and informal leadership roles.
Strategic Organizational Alignment
As discussed in chapter two and illustrated in Figure 1, the organizational structure of ISP
is an open system represented by a revised Burke-Litwin model (Spangenberg &Theron, 2013)
of organizational change. All organization components are influenced by both internal and
external factors, while leadership drives the organization, and the strategic triangle possesses a
weightier influence over the organizational pillars. For many organizations, maintaining strategic
organizational alignment involves developing a change implementation plan that remains true to
the existing organizational structures or modifying the organizational structure to align better
with the proposed change (Burke, 2018).
In the context of ISP and the incremental change proposed, the organization does not
need to alter its current organizational structure. By breaking the change implementation plan
into smaller, more manageable stages of an evolutionary type of change, alignment with the
broader organizational structure can be maintained more easily (Deszca et al., 2020). However,
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change leaders at ISP will need to ensure future alignment of formal systems relating to the
proposed change. In other words, given the nature of the proposed change, corresponding
strategic decisions should maintain alignment with existing organizational structures. This means
that establishing cultural responsiveness amongst school leadership, as a condition for
developing a culture of professional collaborative practice, is evolutionary rather than
revolutionary and can be accomplished without altering organizational structures.
The Path to Improvement
The change path model (Deszca et al., 2020) has been chosen for its complexity,
adaptability, and comprehensive nature to guide change implementation at ISP. For this reason,
the planned organizational change will transition through four stages: awakening, mobilization,
acceleration, and institutionalization. While the change path is represented as a linear construct,
it is important to note that the phases of organization change are not entirely discrete and can
overlap in content and strategy (Burke, 2018). Figure 10 illustrates an estimation of the time
required for each of the stages, while also accounting for the potential overlapping of stages.

Figure 10
Estimated Timeline for Path to Improvement

Note. One full calendar year is allotted for completing the four stages of the change process,
beginning in July of 2022 to align with ISP’s academic calendar.
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Consistent with the leadership needs of cross-cultural and postcolonial work contexts,
authentic and adaptive leadership are relied upon throughout the change process. This section of
the change implementation plan explores the contextual components of the model’s four phases
of change designed to lead ISP toward establishing culturally responsive leadership and an
organizational culture of professional collaborative practice. In addition, each of the four phases
includes transition management strategies and the identification of potential milestones and
possible implementation issues.
Awakening – Establishing a Steering Committee
The process of awakening not only involves change leaders identifying a need for change
and potential change options (see chapters one and two of this OIP), but also the establishment of
a powerful vision for change that will be used to facilitate professional conversations geared
toward developing essential understandings (Deszca et al., 2020). At ISP this can be facilitated
by establishing a steering committee of change leaders, chaired by the headmaster and including
the members of the senior leadership team—the school principal, activities director, IB
coordinator, and admissions director—dedicated to gap analysis and the creation and
dissemination of a powerful vision for change. Additionally, this leadership team will critically
examine self-awareness, personal motivations, and underlying values (Burke, 2018). With this
information, and with the guidance of the headmaster, the steering committee will become
awakened to the need for change as the current state of collaborative practice is analyzed and the
gap between a desirable future state is identified.
Managing Transition. The steering committee begins this phase of the change process
unfamiliar with the importance of developing a culture of professional collaborative practice and
the role cultural responsiveness plays in its development within cross-cultural and post-colonial
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contexts. While much of the organizational and gap analysis has already been completed by the
primary change leader as part of this OIP, transitioning the steering committee to an awakened
state will be the primary goal of the committee chair. Developing the steering committee’s
awakened state will help establish an even footing amongst the primary facilitators of change and
thus, will help to ensure unity moving into the next phase of change.
Adaptive and Authentic leadership approaches will help establish a supportive working
relationship built on trust amongst the committee members while simultaneously responding to
individual needs. Once awakened and the vision for change begins to take shape, the steering
committee can mobilize the change process.
Necessary Milestones. The significant milestones associated with the acquisition of
knowledge include establishing 1) an understanding of how effective professional collaborative
practice can have a positive impact on student learning, 2) an understanding of how the ISP
organizational culture is affected by its cultural and post-colonial context, and 3) an
understanding of how a professional culture of collaborative practice in the ISP context must be
built on a foundation of culturally responsive leadership. With these understandings established,
the steering committee can develop a powerful vision for organizational change, which can be
communicated throughout the organization.
Potential Implementation Issues. This first phase of the implementation plan is
susceptible to change resistance at an individual level. During organizational change, resistance
amongst individuals stems from fears of uncertainty, injustice, locus of control, and losing
employment (George & Jones, 2012; cited in Moussa et al., 2020). At ISP, resistance among the
steering committee is more likely to manifest out of uncertainty about what the change will
require of each member on an individual and personal level. Additionally, committee members
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may feel as though change is being forced upon them. By maintaining a positive psychological
and ethical climate, which alters individual fears of injustice, uncertainty, and locus of control,
leaders adopting the authentic approach are better positioned to navigate various degrees of
change resistance (Moussa et al., 2020). The use of authentic leadership in this ISP context
mitigates the impact of individual resistance to change throughout the change path.
Mobilization – Leveraging Organizational Components
Mobilization is characterized by further analysis of organizational systems, structures,
cultures, stakeholders, change recipients, and change agents. Essentially, mobilization involves a
deeper examination of an organization’s strategic triangle and organizational pillars. Such an
examination by the steering committee will facilitate sense-making, which will, in turn provide a
solid foundation upon which organizational components can be leveraged to achieve the desired
organizational change (Deszca et al., 2020; Skea, 2021). Put another way, the change steering
committee will begin to understand the desired change as it relates to and is interconnected with
the organization’s informal and formal systems while also looking for ways to use those systems
to push forward the desired change. Furthermore, communicating the need for change throughout
the organization, and managing various stakeholder reactions to the proposed change, becomes
critical to setting organizational direction and clear expectations (Katz et al., 2018).
Managing Transition. A significant side effect of the mobilization stage is increased
anxiety amongst those affected by the organizational change (Deszca et al., 2020). As teachers’
emotions are linked to well-being and quality of instruction (Frenzel et al., 2016), developing
strategies to reduce negative emotions like anxiety becomes an essential component of transition
management. Like the awakening stage, authentic leadership can mitigate anxiety by fostering
organizational trust in leadership and thus reduce anxiety about the proposed change (Hsieh &
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Wang, 2015). Similarly, by keeping those affected by change well-informed leaders at ISP can
reduce the potential severity of anxiety and its impact on the success of organizational change
(Burke, 2018; Deszca et al., 2020).
Necessary Milestones. In examining a deeper organizational analysis, structural
examinations, and initial communication strategies, the steering committee will develop a
blueprint for how organizational structures and communication strategies can be leveraged to
support the proposed change. The driving force of this blueprint should be a well-articulated and
powerfully written vision for change (Burke, 2018; Deszca et al., 2020). Once the blueprint has
been developed to the satisfaction of the steering committee, the change implementation plan can
transition into the next phase.
Potential Implementation Issues. With the potential for increased anxiety, resistance to
change remains a potential implementation issue within the steering committee throughout the
mobilization phase. However, resistance in the form of anxiety may shift from the steering
committee to those throughout the organization. For example, suppose the steering committee is
not yet entirely on board with the proposed change. In that case, the individual members may
transfer their anxieties to others within the organization, either purposefully or inadvertently. To
avoid this scenario, the headmaster must first establish strong relationships and the requisite
amount of trust within the steering committee (Hsieh & Wang, 2015). In addition, change
implementation requires multiple change leaders beyond the headmaster to have developed the
leadership capacity to guide the organization toward the desired change. This can be done by
developing key change leaders' authentic and adaptive leadership capacities throughout the
organization. Creating these capacities among change leaders is essential for the future success
of the planned change.
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Acceleration – Implementing the Change
The acceleration stage represents the bulk of change implementation and uses the
knowledge gained in the prior two stages to bring the change action plan to life (Deszca et al.,
2020). In other words, it is moving beyond the planning phases and putting the plans into action.
At ISP, this means finishing the planning process and implementing the strategies established by
the steering committee to improve leadership capacities relating to cultural responsivity
throughout the organization.
Change at ISP involves complex open organizational systems framed in complex social
theory. The steering committee will need to develop many change implementation plans that
guide and adapt to the complex landscape of the organization’s change process. For example,
plans will need to address communication of the change vision, the establishment of consensus
regarding the need for change, the identification of required change resources and from where
they can be sourced, the development of professional development opportunities, contingencies,
and individual responsibilities (Deszca et al., 2020). While several tools are available to help
guide change leaders through the planning, the challenge is ensuring that the most appropriate
ones are selected for the change context (Deszca et al., 2020).
Throughout the acceleration phase, change leaders will continue to empower others to
support the change while also providing the necessary structures for change-related professional
development. Authentic and adaptive approaches to leadership once again support these actions.
For example, authentic leadership will draw from positive psychological capacities and the
organizational context to foster positive self-development (Luthans & Avolio, 2003), while
adaptive leadership encourages learning, adaptation, and creativity (Northouse, 2019).
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Managing Transition. Effective communication strategies represent a critical transition
component at the acceleration stage. Deszca et al. (2020) note that those affected by the
organizational change will want specific information communicated to them as the transition
unfolds. Stakeholders will want access to information regarding the future of organizational
change and how it might impact them on both professional and personal levels, and how they
react to change can have a significant impact on the change’s overall success (Oreg et al., 2011).
To help foster change readiness and alleviate potential uncertainties, communication about the
proposed change, and change content will need to be strategically communicated across the
organization (Endrejat et al., 2021).
Change leaders will also be responsible for maintaining enthusiasm for the change
initiative throughout the change process. This can be accomplished by recognizing when certain
milestones have been achieved and celebrating their achievement.
Necessary Milestones. With strategic planning being a significant focus of the
acceleration phase, the plans become required milestones. For example, the development of
change timelines, clearly defined personnel roles and responsibilities, contingency plans for
dealing with undesirable outcomes or change modification, the procurement of required
resources, stakeholder acknowledgment and communication strategies, and the identification of
potential obstructions to change all represent necessary acceleration milestones. Once these
milestones are met, change leaders can launch their plans for organizational change.
Potential Implementation Issues. While change leaders will ideally develop infallible
strategic plans, the reality is that there will be potential implementation issues. For example,
implementation plans deviating from or lacking focus on the desired change goals will accelerate
confusion. Similarly, inflexible plans might be too rigid for organizational change of this type,
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limiting leadership’s ability to modify or adapt the strategy. Mitigating these issues at ISP
becomes the focus of change monitoring and evaluation, discussed in the next section. By
integrating the principles of developmental evaluation into the structure of an improvement
cycle, change leaders can make informed decisions based on current data. As such, adjusting the
change plan as needed effectively addresses these types of implementation issues.
Institutionalization – Making the Change Stick
While the institutionalization stage of the change path marks the conclusion of the change
process, measuring the degree to which the desired change has taken hold becomes the new
focus. Evaluating change at this stage also becomes a way to awaken future change, setting the
process into motion once again (Deszca et al., 2020). In other words, the institutionalization
phase requires data collection and evaluation, but it should also bring to light future change
possibilities.
Managing Transition. Deszca et al. (2020) suggest that selecting appropriate change
measures is critical in managing the organizational transition within the institutionalization stage
of the change path. In other words, by choosing measurement tools that align with the
organizational change, change agents at ISP can proactively influence the organization’s ability
to institutionalize the planned change. However, Markiewicz and Patrick (2016) suggest that data
will have little use if not also supported by a sound approach to collection, management, and
analysis. For this reason, appropriate change measures must not only ensure high-quality data but
must also align with the organization’s ability to manage, store, and integrate data into an
evaluative process.
According to Deszca et al. (2020), change agents must be aware of potential biases when
evaluating data. If cognitive biases are continuously repeated over multiple assessments, the

80
result can be a cascading effect that leads to significant evaluative discrepancies and invalid data
collection (McClintock et al., 2021). Such an approach also aligns with developing culturally
responsive capacities of critical self-awareness (Banwo et al., 2021; Marshall & Khalifa, 2018).
Additionally, measurements should note small individual steps toward larger collective goals as
a way of tapping into desired motivations. Such thinking supports the notion that the closer a
goal is to being achieved, the more motivated an individual will be to achieve the said goal
(Ballard et al., 2022).
Building on and contributing to an organizational culture of trust (Banwo et al., 2021),
chosen measures and control processes should be perceived as fair and appropriate (Deszca et al.,
2020). For example, methods are more likely to be perceived as fair and appropriate if developed
collectively and avoid adverse outcomes for those being measured. Measures should also avoid
ambiguity by remaining focused on the change goal. Related refutational communication efforts
(Lewis, 2019) should also remain linked to the data and free from conflicting messages. Data
collected must be accurate and timely, which can also be achieved by establishing a culture of
trust within which respondents are compelled to provide complete and accurate data honestly.
Necessary Milestones. In a thorough review of relevant literature, Khalifa et al. (2018)
identify four over-arching behaviours attributed to culturally responsive school leaders; 1)
critical self-reflection on leadership behaviour, 2) the development of culturally responsive
teachers, 3) the creation of culturally responsive school environments, and 4) the engagement of
students, parents, and indigenous contexts. As change leaders at ISP develop strategies to
develop culturally responsive leadership, understanding possible measures would be expected.
Understanding the effect of change implementation strategies necessitates measuring cultural
responsiveness amongst school leaders. Establishing these measure represent critical milestones.
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Potential Implementation Issues. Overall, institutionalization is presented as the phase
in which change measures are incorporated into the process. This, however, is misleading as the
evaluation of planned change is, like the change path model itself, non-linear (Burke, 2018;
Deszca et al., 2020). In other words, tools for measuring change are incorporated throughout the
change path model. Furthermore, evaluation of organizational change can awaken the need for
additional change to be explored. For these reasons, the process can be viewed as simultaneously
occupying the space at the beginning and end of planned organizational change while also acting
as an overlay on the entire change process. Significant implementation issues may arise if the
nature of change measurement and evaluation are not understood in this manner. As such, the
change at ISP must exist within a framework which allows for the efficacy of program
implementation to be assessed and modified when required, as part of the overall monitoring and
evaluation plan.
Monitoring and Evaluation
Organizational change requires monitoring and evaluation; otherwise, the change plan is
unlikely to succeed (Neumann et al., 2018). Likewise, the monitoring and assessment of change
are not to be left until the change has been completed but rather should be woven throughout the
process entirely as the change itself can be altered and modified based on the results of wellthought-out measurement (Deszca et al., 2020). While monitoring and evaluation, as presented
here, are integral to the entirety of an effective organizational change, it is essential to
acknowledge the two concepts as distinct yet critically interconnected constructs.
To aid in identifying this distinction, Markiewicz and Patrick (2016) define monitoring as
"the planned, continuous and systematic collection and analysis of program information able to
provide management and key stakeholders with an indication of the extent of progress in
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implementation, and in relation to program performance against stated objectives and
expectations” (p. 12). The concept of monitoring is representational of an ongoing and recurring
process of measurement over time (Neuman et al., 2018). In this sense, program monitoring
aligns with the notion of formative assessment over time as a method of collecting data to
improve program implementation (Fagen et al., 2011).
On the other hand, Markiewicz and Patrick (2016) define evaluation as a planned process
of summative judgment where the quality and value of a program is systematically determined in
relation to set goals. Such a process of assessment is conducted post-program implementation. It
presents a retrospective assessment to determine the overall success of an organizational change
effort in meeting pre-defined goals (Neuman et al., 2018).
Ideally, both types of assessment should work together cyclically, inspiring program
improvement and refinement (Fagen et al., 2011), reducing uncertainty, leading to improved
decision making and inter-organizational understanding of the basis of change evaluation
(Neumann et al., 2018). In other words, the two types of assessment practices should form a
singularly iterative framework that guides the predetermined collection and review of changerelated data. This data will then inspire judgments on perceived program successes or failures
and lead to potential adjustments in the change implementation strategy. Essential, however, is
for such an iterative process of program evaluation to be appropriately aligned with the
contextual needs of the organization and its proposed change (Markiewicz & Patrick, 2016).
A Change Assessment Framework for ISP
As discussed in the previous two chapters, various theoretical and contextual factors
magnify the complexity of the problem of practice at ISP. For example, in an open system, the
combined intricacies of internal and external factors interact to create one complex
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organizational culture (Burke, 2018). At ISP, organizational culture is the product of crosscultural social interactions, a postcolonial landscape of western imperial and cultural hegemony
(Bankoff & Weekley, 2017), and complexities of change leadership within cross-cultural and
postcolonial contexts (Hannah et al., 2014; Heifetz et al., 1994; Luthans & Avolio, 2003;
Santamaría, 2015). In other words, establishing a professional culture of collaborative practice at
ISP becomes quite complex when change leaders consider the entirety of cross-cultural,
postcolonial, and leadership theory and their impact on the organization’s change context.
As the monitoring and evaluation processes are reliant on the specifics of organization
change contexts (Russ-Eft & Preskill, 2009), it is important for organizational change at ISP to
be monitored and evaluated using an appropriately aligned framework (Markiewicz & Patrick,
2016). At ISP, such an assessment framework should, therefore, account for and have the
capacity to adapt to both the complexity of the organization and the complex organizational
change process itself. The following sections present developmental evaluation (DE) (Patton,
2011) and the plan, do, check, act (PDCA) cycle (Pietrzak & Palisziewicz, 2015) as contextually
appropriate components of a framework designed to monitor and evaluate change at ISP.
The Case for Developmental Evaluation
Traditional approaches to evaluation have focused on formative and summative
assessment practices (Fagen et al., 2011), where formative assessments provide feedback with
regards to process, and summative assessments act as a final determination of success. In
contrast, Michael Quinn Patton (1994) first began using the term developmental evaluation as a
way in which to describe his role in long-term and continuous program development. From there,
Patton goes on to characterize DE as an ongoing process of continuous improvement, adaptation,
and intentional change, through which an organization, which includes the evaluator,
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conceptualizes, designs, and tests new approaches. DE has evolved to become representational of
an emerging and expanding approach used to evaluate organizational development and learning
in complex and ever-changing contexts (Patton, 2011, 2018; Patten et al., 2015; see also Bailie et
al., 2020; Dunham & Negoita, 2021; Fagen et al., 2011; Peurach et al., 2016).
DE is a program evaluation tool that uses evaluative thinking techniques, practice, and
discipline to promote social innovation and is well-suited for ongoing development, program
adaptation, rapid adaptive responses, readying a program for formative and summative
evaluation cycles, and for providing feedback on broad systems change (Patton, 2006, 2011;
Patton et al., 2015). While DE’s ability to inform ongoing decision-making throughout change
design, development, and implementation is quite similar to traditional formative and summative
cycles, DE requires much more intensive involvement from evaluators (Dunham & Negoita,
2021). For example, traditional formative and summative evaluation places the evaluator as
independent from the program being evaluated, while DE places the evaluator as a significant
contributor to program development.
A key attribute of the DE approach to program evaluation is the evaluator’s direct
involvement in developing the organizational capacity to navigate uncertainties and the
unpredictable dynamics of complexity (Patton et al., 2015). In other words, DE assumes the
integrated involvement of evaluators within the complex, collaborative process of change
planning, management, and implementation. Table 2 seeks to highlight further the significant
differences between DE and traditional formative and summative evaluation, while also
highlighting how DE as an approach to program evaluation is aligned with the complexity and
the collaborative nature of the proposed organizational change at ISP. By examining how the
different forms of evaluation are characterized by their purpose, context, mindset, bases of
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measurement, unintended consequences, evaluation design, ideal results, evaluator role, and
evaluator qualities, alignment with the ISP change context becomes quite clear.

Table 2
Comparison of DE and Traditional Approaches to Evaluation
Evaluation
Component

Traditional
Evaluation
Model validation,
accountability

Developmental
Evaluation
Development,
adaptation

Context

Stable, goal-oriented,
predictable

Complex, dynamic,
changing

Mind-Set

Effectiveness, impact,
compliance

Innovation, learning

Measurement

Based on
predetermined
indicators

Based on emergent
indicators

Unintended
Consequences

Paid token attention

Paid serious attention

Evaluation Design

By evaluator

Collaborative with
program staff

Evaluation results
(ideal)

Best Practices

Best principles

Evaluator role

Independent from
program

Integrated with
program

Evaluator
qualities

Credibility with
external authorities
and funders

Credibility with
organizational and
program staff

Purpose

The ISP Change Context
Inform direction throughout the
change process
Complex organizational
structure. Dynamic theoretical
underpinnings
Focus on leadership
development the acquisition of
culturally responsive capacities
Indicators emerge throughout
the change process
Paid serious attention as these
will illicit potential modifications
to change implementation plans
Result of a collective, crosscultural process of collaboration
Principles of cultural
responsivity and decolonization
as the foundation of
collaborative practice
Evaluators are members of the
leadership team and school
community
Credibility with ISP leadership
team and employees

Note. Adapted from “Developmental Evaluation: Building Innovations in Complex
Environments,” by M. C. Fagen, S. D. Redman, J. Stacks, V. Barrett, B. Thullen, S. Altenor, and
B. L. Neiger, 2011, Health Promotion Practice, 12(5), 645–650.
(https://doi.org/10.1177/1524839911412596)
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Additionally, DE engages key organizational learning (OL) principles to support datainformed program development, providing insight into how organizations engage with inquiry
and reflection and provides a system for detecting and correcting errors (Shea & Taylor, 2017).
While this may be the case, often lacking is an integrated framework that guides how evaluators
evaluate OL which is described as a process of inquiry and adaptation through which
discrepancies between intended and actual outcomes are engaged and resolved.
The Case for The PDCA Improvement Cycle
While DE is inherently a process of iterative planning, implementation, and assessment
(Patton, 2011), it is without an explicit process-oriented framework from which change leaders
and evaluators can be guided. The PDCA improvement cycle is presented below as an
appropriate cyclical framework from which DE can be implemented. Commonly named the
Deming or Shewhart cycle, the cycle has roots dating back to the 17th century and the modern
scientific method. However, some would associate John Dewey and his work in education with
its origin (Pietrzak & Palisziewicz, 2015).
The cycle, illustrated in Figure 11, consists of four stages of an iterative process. The
cycle starts in the plan phase, where measurable objectives and outlines of how they will be
accomplished are established. Next, the intended plan is carried out in the do phase, followed by
check, when results are observed, and possible improvements are identified. Concluding the
cycle is the act phase, when change evaluators and leaders learn from their observations and
adjust the plan if necessary (Pietrzak & Palisziewicz, 2015). In other words, a plan is first
developed to determine what aspect of change to test and what measures to use. The plan is then
implemented, and the results are checked, which leads to data-based decisions about the efficacy
of the change and potential adjustments to the change process (Tichnor-wagner et al., 2017).
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Figure 11
The Stages of the PDCA Cycle

Note. Adapted from “Framework of Strategic Leaning: The PDCA cycle” by M. Pietrzak and J.
Paliszkiewicz, 2015, Management, 10(2), 149-161. (https://bit.ly/3JnNCnz)

The PDCA cycle has proven to be a relatively simple framework yet effective in
facilitating workplace learning while stimulating knowledge acquisition (Matsuo & Nakahara,
2013). While it effectively facilitates ongoing improvement, it lacks structures that actively and
purposely promote social innovation in complex contexts. For this reason, an integrated
framework that allows for the PDCA improvement cycle to be implemented through the lens of
DE is an appropriate evaluation framework for ISP’s change context.
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Integrating DE and the PDCA Cycle
Change monitoring and evaluation at ISP will require a non-prescriptive and adaptable
approach that is sufficiently complex, to match the context of the problem of practice while also
providing a manageable implementation structure. Although DE is not prescriptive or formulaic,
the approach consists of eight essential principles of practice that form an evaluation framework
when taken together. The eight principles include developmental purpose, evaluation rigor,
utilization focus, innovation niche, complexity perspective, systems thinking, co-creation, and
timely feedback. Each of the eight principles, albeit interpreted and applied contextually, must
exist within any legitimate application of the DE framework (Patton et al., 2015). The following
sections highlight how the principles of DE are to be conceptualized as components of change
evaluation at ISP and operationalized through the PDCA improvement cycle.
Developmental Purpose. Change evaluation aimed at being developmental in the
context of ISP should aim to illuminate, inform, and support ongoing innovative developments in
response to new understandings and changing conditions (Patton et al., 2015). In other words, the
purpose of change evaluation at ISP should be to illuminate, inform, and support the continuous
development of culturally responsive school leadership as the foundation for a professional
culture of collaborative practice in a cross-cultural and postcolonial international school context.
Evaluation Rigor. DE requires that data be gathered and interpreted using rigorous
evaluative thinking—which combines critical, creative, design, inferential, strategic, and
practical thinking—to force clarity throughout the entirety of the change process (Patton et al.,
2015). While the complexity of the ISP change has been established, valid data collection and
analysis must consider the underlying values, ethics, contextual implications, strengths, and
weaknesses of the evaluation when developing conclusions that best fit the data. In other words,
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evaluative rigor ensures that the intricacies of organizational context are a vital part of the
assessment process.
Utilization Focus. This third principle of DE reiterates that the primary purpose
(developmental) is achieved through rigorous evaluation and further focuses on its intended use
by intended users—social innovators and change agents—from the beginning to end (Patton et
al., 2015). As a result, an ongoing leadership and change agent commitment to developing
culturally responsive school leadership must be a component of the ISP change evaluation
framework throughout the entirety of the change process. Co-created evaluation tools and
measures must always reflect a leadership commitment toward establishing culturally responsive
school leadership.
Innovation Niche. For DE to be appropriately implemented in change evaluation, change
agents will need to identify how processes and results being evaluated involve innovation and
adaptation (Patton et al., 2015). When cultural diversity and cultural responsivity are established
as an organizational priority, the school community will contribute strength-based solutions,
ideas, and innovations. In this light, innovation exists within the code of cultural responsivity
that is appropriately developed for the ISP educational and professional context (Santamaría,
2015). In other words, innovation becomes the product of cross-cultural and culturally
responsive professional interactions, which are approached from a culturally responsive angle.
Complexity Perspective. Using complexity premises and dynamics are integral to DE.
As no one simple model will sufficiently capture the complexity of social systems, change agents
will use complexity perspectives to make sense of problems being addressed—which guide
innovation, adaptation, and systems change strategies—and adapt the evaluation design as
needed (Patton et al., 2015). At ISP, data evaluation, sense-making, program adaptation,
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evaluation adaptation, and the analysis of emergent findings must be viewed through the
complex lenses of open organizational systems, cross-cultural theory, and postcolonial theory.
Systems Thinking. In large part related to complexity, change agents using DE will need
to think systemically while being attentive to interrelationships, perspectives, boundaries, and
other key aspects of the social system and context (Patton et al., 2015). At ISP, open-systems
theory, in alignment with the revised Burke-Litwin model for organizational change
(Spangenberg & Theron, 2013) illustrated in Figure 1, prompts change evaluators to view the
organization as an open, interconnected network of interrelationships, perspectives, and cultural
dynamics. Change leaders at ISP, for example, will need to understand how each component of
the organization influences and is susceptible to the influence of all the other components of the
organization.
Co-creation. Integral to the DE approach is the co-creation of innovation and evaluation
so that DE becomes part of the change process. In this sense, as participants of the change
process, change evaluators develop innovation and evaluation collaboratively with change
leaders, building the iterative process of evaluation into the process of change (Patton et al.,
2015). For example, change leaders and evaluators are also participants in the change process.
They thus must work together throughout the change process, co-creating pathways that lead
toward greater cultural responsivity amongst school leadership.
Timely Feedback. The final principle of DE is less relevant to scheduling and timelines
but rather refers to providing feedback that informs ongoing adaptation as needs, findings, and
insights emerge (Patton et al., 2015). In other words, within the structure of DE, it is more
important to provide ongoing evaluative feedback in a timeframe that will have the most
developmental impact given the context of the innovation. For example, evaluative input in
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response to a rapid and dynamic shift in organizational context will also be quick, prompting
rapid social innovation.
Principles in Action
Throughout the change process at ISP, the steering committee will act as change
evaluators and will use regularly scheduled collaborative time to critically examine the dynamic
nature of the organizational change. In collecting and analyzing qualitative data, the steering
committee will be able to determine whether a change in direction is required at any point
throughout the change path and the PDCA learning cycle, and collectively decide which specific
actions are required given the evolving organizational context. Ensuring evaluative rigour
requires data collection to be varied and analysis to adhere to the rigorous standards discussed in
the prior section on evaluation rigour.
The type of organizational change at ISP is characteristic of a complex situation where
progress will be compared against a set of ideals. Additionally, under the scope of developmental
evaluation, tools and measures developed to evaluate progress and determine future direction
will be the product of co-creation and collective learning (Patton, 2011). As such, the steering
committee will work together to decide what should be observed along the change path toward
the desired future organizational state and design evaluative instruments to collect various data
points. While DE requires such instruments to be the product of cocreation, they are likely to
include interviews, discourse analysis, focus group moderation, observations, reflective practice
(Appendix), and other forms of evaluation not yet conceived. Similarly, the deployment of
specific tools and measures will depend on the collaborative decision-making of the steering
committee and the nature of data being collected.
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During the collaborative process of developing assessment tools and measures, change
evaluators at ISP will ensure alignment with desired change outcomes. For example, a tool
designed to solicit change related data from stakeholders will be firmly rooted in the change
objective, which is linked developmentally to establishing culturally responsive leadership. As
opposed to traditional models of evaluation which rely on summative assessment near the
completion of a change, evaluators at ISP will prioritize continuous and ongoing developmental
feedback throughout the change path. This type of evaluation requires the continuing collection
and analysis of data relevant to the change goals. In addition, change evaluators will offer timely
feedback designed to inform change adaptation if needed.
Ultimately, the determination of success related to the development of cultural
responsivity amongst school leadership will be established by the steering committee and will be
dependent on the answers to the following questions. Have school leadership, through a process
of innovation and learning, developed in their understanding of decolonization and their practice
of cultural responsivity? Establishing the answer will once again be a collaborative process;
however, data that will assist in this process may include the presence of culturally responsive
behaviours in school leadership, such as the practice of critical self-reflection and individual
acknowledgment of cultural bias and privilege.
Refining the Implementation Plan
When the principles of DE are paired with the PDCA improvement cycle the product is a
relatively simple framework for program evaluation and improvement that promotes social
innovation, program adaptation, and rapid adaptive responses in complex organizational contexts
(Figure 12). The integrated framework requires that each of the eight principles permeate
throughout the entirety of the change evaluation process.
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Figure 12
A Framework for Change Evaluation at ISP

The principles of DE will not only be present within each phase of the PDCA
improvement cycle, but they will guide how the specific phases of the cycle are actualized.
Following the principles of DE as part of an evaluative framework is representational of an
overarching approach of continuous improvement throughout an entire organizational change
process. In other words, DE is more than a simple tool for evaluating the outcome of a change
process; it will also become part of the change implementation process (Patton et al., 2015).
Therefore, refining the ISP’s change implementation plan by integrating the principles of DE and
the structure of the PDCA improvement cycle is contextually appropriate.
The change path model (Deszca et al., 2020) guides ISP’s change implementation plan.
As such, each of the change path processes—awakening, mobilization, acceleration, and
institutionalization—will similarly need to be viewed through the lens of DE and realized using
the PDCA structure. Figure 13 illustrates how each phase of the change implementation plan will
utilize the principles of DE and the PDCA improvement cycle as a framework for evaluating the
change implementation processes.
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Figure 13
Change Evaluation Integrated into the Change Implementation Process

Conceptualizing change implementation and the evaluation process in this manner allows
for DE to be utilized throughout the entire process of change. In addition, it provides a solid
foundation upon which a change communication plan can be established.
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Plan to Communicate the Need for Change and Change Process
Effective communication is essential in any organizational change process (Burke, 2018;
Deszca et al., 2020; Lewis, 2019). This is most certainly true with the proposed change
implementation plan within ISP’s cross-cultural and postcolonial context. Notably, the
significant importance of effective communication appears as a common thread throughout the
multiple sections and chapters of this OIP. This section will explore the theoretical
underpinnings of strategic communication as it relates to the problem of practice, organizational
context, and the change implementation plan. Additionally, the exploration of how strategic
communication will be leveraged throughout the four phases of change to build awareness,
address various audiences, mobilize knowledge, and communicate milestones will be explored.
Theoretical Underpinnings of Strategic Communication
While the critical nature of effective communication as a component of organizational
change facilitation has been highlighted throughout this OIP, strategic communication has not
yet been discussed. This section is dedicated to exploring strategic communication and its
theoretical underpinnings.
Strategic communication represents a relatively new approach that blends traditional
fields of communication, such as advertising and public relations, with other disciplines like
organization management and leadership to address better the complexities of modern-day
communication (Holtzhausen et al., 2021). Hallahan et al. (2007) suggest that the term
“strategic” must first be examined when defining this type of communication. The notion of
strategy denotes a purposeful and intentional approach, which must not be defined too narrowly,
but rather perceived as a rich, multidimensional concept. When “strategic” is paired with
communication in the context of organizational change, it becomes apparent that the purpose and
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intentionality of strategic communication are rooted in the idea of persuasion. Botan (2021)
expands upon earlier understandings by presenting strategic communication as possessing at
least two characteristics; a foundation built on context-specific research, and the development of
a communication plan firmly aligned with said research and desired outcomes. In other words,
strategic communication involves developing a contextually grounded communication plan for
goal-oriented persuasion.
While there is little research pointing to the efficacy of specific persuasive
communication strategies within the workplace, broader evidence suggests that effectively
planned communication can impact how individuals form their beliefs, cognitions, emotions, and
behavioural intentions (Lewis, 2019). How organizations communicate their change strategies
can affect how an organization’s change effort is perceived and realized. As such, organizational
change is firmly rooted in communication, for better or worse (Lewis, 2019).
Holtzhausen et al. (2021) believe that effectively planned strategic communication must
consider three nested hierarchal levels of analysis; the macro or societal, the meso or
organizational, and the micro or communication levels. As Figure 14 illustrates, the three levels
can act as a framework for developing a strategic communication plan. For example,
communicators must begin at the macro level by considering the broad theoretical underpinnings
that affect how a specific society interacts. At ISP, this would include an examination of crosscultural and postcolonial contexts. At the meso level, macro-specific data is considered alongside
the specifics of organizational context, and specific strategic communication plans are created.
At the micro level, strategy is enacted, and messages are interpreted.
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Figure 14
The Three Levels of Planning for Strategic Communication

Note. Adapted from “Principles of Strategic Communication (1st ed.) by D. R. Holtzhausen, J. A.
Fullerton, B. K. Lewis, and D. Shipka, 2021, Holtzhausen, D. R., Fullerton, J.A., Lewis, B.K., &
Shipka, D. (2021). Principles of strategic communication (1st ed.). Routledge.
(https://doi.org/10.4324/9781003002048)

Strategic Communication at ISP
In building a strategic communication plan to develop culturally responsive leadership
and establish a professional culture of collaborative practice, strategic communicators begin by
considering the three hierarchal levels. In working through the different levels, starting with the
macro or societal level, strategic communicators can use them as a framework for strategic
communication planning.
Macro Level
The macro level refers to external or societal factors that may influence how
communication messaging is received and interpreted (Holtzhausen et al., 2021). For this reason,
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strategic communicators need to have a solid understanding of the overarching attributes of a
given population and their potential effect on communication strategies. Strategic
communication strategies must consider the broader societal context of the organization in
relation to the problem of practice. In other words, strategic communication begins at the macro
level and can be characterized as a fact-finding mission (Holtzhausen et al., 2021).
As discussed in Chapter 1, ISP is influenced by several external factors. These same
influences on the organization will also affect the overall effect of change communication
strategies and need to be understood and built into the strategic communication plan. This means
strategic communicators at ISP must first develop an understanding of cross-cultural theories and
the related implications for the co-creation of knowledge, the organization’s colonial heritage
and operation within a postcolonial Philippines, cultural power dynamics in relation to the
construct of leadership, and the political landscape associated with globalization and
international schools.
While this level of planning for strategic communication is primarily focused on auditing
societal influences on communication (Holtzhausen et al., 2021), the nature of the proposed
solution to the problem of practice aligns nicely with this type of organizational exploration. For
example, culturally responsive leadership is intimately connected with a school’s geographic,
cross-cultural, and colonial/postcolonial positioning (Santamaría, 2015). Similarly, an
understanding of ISP’s macro or societal influences will help change leaders adopt ethically
congruent organizational change communication strategies (Wood et al., 2012) while also
strengthening their capacity to engage in meaningful postcolonial discourse (Bankoff &
Weekley, 2017; Dirlik, 1998; Hébert & Abdi, 2013; Nguyen et al., 2009; San Juan, 1996).
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Meso Level
The meso level of strategic communication planning is specifically concerned with the
structure of an organization and how communication exists within this structure. In this sense, an
organization’s structure refers to individual roles, governing policies, departmental tasks and
functions, and lines of reporting that influence how people interact and communicate with one
another (Holtzhausen et al., 2021). The structure of an organization has a significant and direct
impact on how strategic communication is planned, enacted, and understood. For example, a
small centralized independent school might possess relatively simple lines of communication,
whereas a school tied to a more extensive national system within a large school board might have
fairly complex lines of communication.
The organizational structure of ISP is characterized as an open system (Burke, 2018) and
represented by a revised Burke-Litwin model for organizational change (Figure 1). While ISP
operates as an independent entity, it is still subject to the external influence of numerous
political, economic, sociological, and technological factors (see chapter 1). Furthermore, as an
open system, internal components of the organization interact with and exude influence over all
other areas of the organization, with leadership being the primary driver of organizational change
and the organizational pillars of strategy, culture, and human capital possessing added influential
weight.
Given ISP’s organizational structure, school leadership is not only representational of the
driver of organizational change, but also the primary driver of strategic communication. The
communicative implications of an open-system organizational structure in conjunction with data
gathered at the macro level are significant. True to the tenets of cross-cultural theory, all
communications are both subconsciously and consciously acted upon by cultural forces that
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influence how a communicative message is received. Simply speaking the same language does
not ensure that a particular message is sufficiently understood. Therefore, achieving mutual
understanding in diverse cultural contexts requires pro-active action and strategic communication
skills (Stadler, 2013).
Micro Level
The micro level is where strategic communication is enacted, messages are processed,
and all stakeholders shape meaning. However, it is important to acknowledge that the macro and
meso levels have a significant influence on how specific communicative strategies are received
at the micro-level (Holtzhausen et al., 2021). Consider the discussion of the previous two
chapters of this OIP, and how the postcolonial and cross-cultural norms of globalization in the
Philippines influence international school leadership, strategic school processes, organizational
culture, and the construct of human capital. In other words, external factors exude influence over
the entirety of ISP’s meso level organizational structure at the macro level. Thus, both the macro
and meso contexts are inextricable from and integral to the strategic communication process at
the micro-level. At this micro level, strategic communication is crafted and enacted in
consideration of the macro and meso levels.
Individuals decode messages through a filter of their cultural background and past
experiences, which presents a challenge when shared understanding is the desired outcome
(Holtzhausen et al., 2021). Perhaps the most significant implication for designing specific
communication strategies, given the ISP context and the problem of practice, is the need for
stakeholders to work together in a collaborative effort to build mutual understandings. Strategic
communication should attempt to go beyond traditional message transmission, typically
characterized by a linear speaker and listener transaction, to more of a holistic approach to
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meaning negotiation. In considering communication as a process by which both the speaker and
the listener share responsibility for the co-creation of meaning and building into the
communicative process of communicative feedback, strategic communicators can counteract
potential misunderstandings (Stadler, 2013). As such, the primary choice of message delivery at
ISP is face-to-face communications, which allow for greater clarity in messaging and facilitate
the co-creation of meaning based on the availability of non-verbal feedback (Beaty, 2015).
Strategic Communication Implementation Plan
Effective communication is essential to the success organizational change (Burke, 2018;
Deszca et al., 2020; Lewis, 2019), and, as noted above, strategic communication is enacted at the
micro level. However, a strategic communication plan doesn’t exist as a distinct and independent
entity but as a vital component of the overarching organizational change plan (Lewis, 2019). In
other words, planning for strategic communication is inextricable from the overall change
process, as organizational change is less likely to achieve intended goals without effective
communication.
The change path model developed by Deszca et al. (2020) guides the ISP change
implementation plan and as such, is well-suited to frame the micro level of the strategic
communication plan. Beginning with the awakening phase, the following section articulates how
the strategic communication plan for ISP uses multiple communicative domains (Armenakis et
al., 2007) and exists as a component of each of the four phases of organizational change.
Awakening Phase
During the awakening phase of organizational change, strategic communication will
focus on articulating the gap between the present and desired state of cultural responsivity as an
antecedent to establishing a professional culture of collaborative practice. A powerful vision for
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change will also be disseminated throughout the organization (Deszca et al., 2020). Modalities of
communication during this phase will be primarily in the form of face-to-face communication, as
this form of communication serves to minimize potential communicative misunderstandings that
can occur in cross-cultural contexts.
Articulating the Gap. In articulating the gap between the current and desired states,
strategic communicators will utilize discrepancy and efficacy messaging to promote a sense of
urgency for change and optimism for achieving said change (Beaty, 2015; Lewis, 2019).
Discrepancy messaging is characterized as a communication strategy that addresses sentiment
regarding the perception of the need for change and is demonstrated at ISP by articulating how
the current state of professional collaborative practice differs from the envisioned desired state.
(Armenakis et al., 2007). While the identification of a gap has the potential to lead to stakeholder
frustration or feelings of inadequacy, efficacy messaging acts as a counterbalance (Beaty, 2015)
and refers to change leaders’ sentiments of confidence in being able to successfully close the
identified gap (Armenakis et al., 2007).
Disseminating a Powerful Vision for Change. A well-crafted vision for change has the
power to unite stakeholders in supporting an organizational change created to close the identified
performance gap (Burke, 2018; Deszca et al., 2020). While the vision for change must be a
strategically clear and inspirational message (Kotter, 1996, 2012), the way it is communicated
may be as important as the vision itself. Communicating a vision for change is a persuasive
endeavor upon which the strategic communicator attempts to persuade the target audience to
believe in the vision and thus become a proponent of the change.
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Mobilization Phase
During the mobilization phase of organizational change, strategic communication will
focus on communicating the need for change throughout the organization. Additionally,
coalitions will be established to help support and realize the change (Deszca et al., 2020). Unlike
the dissemination of the change vision, which is characterized by formal messaging, the
mobilization phase employs both formal and informal communication. While maximizing crosscultural understanding by employing face-to-face communication strategies will continue, it is
logical to adapt messaging to fit individual needs to create mutual understanding (Holtzhausen et
al., 2021). As such, the use of formal and informal text communication may become contextually
appropriate despite the school’s cross-cultural context.
Communicating the Need for Change. Like articulating a gap in the awakening phase,
discrepancy and efficacy messaging promote a sense of urgency for change and optimism for
achieving said change (Beaty, 2015; Lewis, 2019). In addition, persuasive two-sided refutational
communication strategies will be used. Two-sided refutational messaging involves presenting
both the supporting and opposing arguments to the proposed change and presenting the case
against the opposition. This type of communicative practice is the most persuasive while also
increasing the perceived credibility and trustworthiness of the communicator (Lewis, 2019).
Building Coalitions. Like communicating the need for change, building coalitions is a
process of communicative persuasion, requiring much room for adaptation. Building coalitions
involves interpersonal face-to-face messaging at the small group and individual levels. As such,
the strategic change communicator will adapt the communication strategy to the perceived needs
of the listener, creating a bespoke communicative experience for the message recipient while
staying true to the vision for change. Additionally, personal valence will need to be considered,
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as stakeholders involved in a change will begin to consider their self-interests while examining
the perceived fairness of the change and how others are treated (Armenakis, 2007).
Acceleration Phase
During the acceleration phase of organizational change, strategic communication will
focus on engaging and empowering stakeholders to support, plan, and implement the
organization change. In addition, milestones and small successes will be celebrated as they
reveal themselves (Deszca et al., 2020). Once again, this phase of the communication plan will
rely heavily on informal and formal face-to-face communication, while also adapting to the
individual needs of stakeholders.
Empowering Stakeholders. Like building coalitions in the mobilization phase,
communication strategies aimed at empowering stakeholders will rely on communicative
adaptability on the part of the strategic communicator while also remaining true to the intended
goal. Additionally, communication is transmitted with an authentic leadership approach (Avolio
et al., 2009). Authentic leadership utilizes greater levels of organizational transparency and twoway communication strategies, which helps establish a positive school environment where
stakeholders feel trusted and empowered (Men & Stacks, 2014). While the specific messaging
domains and avenues remain adaptive, strategic communication is delivered through the
stakeholder empowering attributes of authentic leadership.
Communicating Milestones and Small Successes. Setting milestones or goals along the
change path is an important way for change leaders to help stakeholders make sense of the
change, assess how far into the change process the organization has gone, and attribute
legitimacy to the organizational change (Lewis, 2019). While these milestones are important,
they lose their significance if not effectively communicated. Communicating milestones and
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small successes in this light becomes less about persuasion and more about disseminating
information.
Institutionalization Phase
During the institutionalization phase of organizational change, strategic communication
will develop and deploy new structures, systems, processes, knowledge, skills, and abilities as
needed (Deszca et al., 2020). This phase in the communication process represents a potential
shift to one of the prior phases of organization change and related strategic communication
tactics.
Chapter 3 Conclusion
This third chapter of the OIP aligned the ISP organizational context, leadership theory,
and change theory in presenting an organizational change plan, essential addressing the “how” of
organizational change at ISP. The plan revolved around the proposed solution to the problem of
practice, as presented in chapter two, which promoted the development of culturally responsive
capacities among those in leadership positions at ISP. The implementation plan followed the
phases of the change path model (Deszca et al., 2020) and included measures to maintain
organizational alignment, steps to manage the organizational transition through the change, and
an overview of required resources.
In addition, the implementation of a change requires a change evaluation process. As
such, DE and the PDCA cycle for improvement were presented as components of an evaluative
framework designed to promote continuous organizational improvement and adaptation. Finally,
effective communication is essential to the success or failure of any organizational change
process. The theoretical underpinnings of strategic communication established the foundation for
how change communication is, by necessity, woven throughout each of the phases of
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organizational change. While many factors are considered a part of the change process,
inevitably, not everything can be considered within the scope of this plan. Organization change
in this light becomes an ongoing process by which current change processes set the stage for next
steps and future considerations
Next Steps and Future Considerations
This OIP essentially began by asking what seemed to be a straightforward question; how
can a culture of professional collaborative practice be established within the cross-cultural work
context of an international school? While the question may have been straightforward, the
multiple potential answers are anything but. In breaking the question down into its components,
some complex constructs begin to present themselves. For example, the ideas of collective and
individual culture, professional practice, professionalism in education, collaboration, the cocreation of knowledge, cross-cultural contexts, international schooling, decolonization, and
globalization each emerge as complex social constructions, and each individually worthy of their
own in-depth scholarly focus.
While collaboration appears as the focus element in the original question, a deeper
examination reveals organizational culture as the target for change. Ultimately, by exploring the
multitude of complexities associated with ISP, the links between educators’ professional
capacities, organizational culture, and the context within which the school exists became central
to the problem of practice. Professional collaborative practice within the organizational
structure's cross-cultural and postcolonial landscape requires cultural responsiveness. As such,
educators’ culturally responsive capacities emerge as an antecedent to professional collaborative
practice at ISP.
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Next Steps
While developing culturally responsive capacities amongst school leaders establishes a
solid foundation upon which a professional culture of collaborative practice can thrive, the
problem of practice remains incompletely resolved. The preferred solution, presented in chapter
two, represents the first phase of organizational change aimed at establishing a professional
culture of collaborative practice. As such, fully addressing the problem will require two
additional steps in the change process.
First, in continuing with the change process, the next step is to expand culturally
responsive capacities beyond personnel in leadership positions to include all support staff,
administrative assistants, security officers, drivers, and kitchen staff. As discussed, organizations
that operate as an open system are characterized by non-linear interactions and influence across
all levels of the organization. Organizational culture may be guided by leadership, but all
components of the organization influence it. As such, each organizational component must be
involved in any effort to shape the organizational culture
Second, cultural responsivity has been identified as an antecedent to, not a catalyst for,
professional collaborative practice. Therefore, an additional step in the change process will need
to consider implementing strategies designed to facilitate high-quality and effective collaborative
practice. With a solid foundation of cultural responsivity established throughout the organization,
stakeholders will have the capacity to collaborate in highly effective ways, co-creating
knowledge that will, in turn lead to improved student achievement.
Future Considerations
While this OIP has provided an in-depth analysis of ISP’s problem of practice and the
creation of a change implementation plan, the scope of the writing remains limited in focus.
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Throughout the process of exploring the problem of practice in relation to ISP’s complex
organizational context, four areas of study emerged that deserve future consideration.
First, while this OIP has explored culturally responsive leadership as the antecedent to
professional collaborative practice, one might consider emphasizing decolonization as a primary
product of culturally responsive pedagogy (Pirbhai-Illich et al., 2017). The impact of
decolonizing practices on ISP’s organizational culture of professional collaboration and student
achievement could be examined more explicitly.
Second, given ISP’s curricular relationship with the International Baccalaureate (IB),
examining the connections between cultural responsivity and international mindedness might
provide common approaches to cross-cultural interaction throughout the school. Similarly, other
areas within the educational curriculum for the placement of culturally responsive pedagogy and
decolonization theory might be identified. While internal and external factors influence
organizational structures and cultures, expanding culturally responsive practices into the school
community could also be considered.
Third, change readiness has been defined as an individual’s beliefs, attitudes, and
intentions when considering a presented need for change and the capacity to enact said change
(Rafferty et al., 2013). As such, cross-cultural theory and the unique cultural lenses through
which the world is interpreted impact an individual’s readiness for change. Future studies of
culturally responsive pedagogy could examine its relationship with organizational and individual
change readiness in cross-cultural contexts.
Fourth, the current state of globalization in the Philippines (Yende, 2020), and ISP’s roots
in Western colonial practices, continue to be reflected in the school's educational approach and
philosophy. Amplifying marginalized voices through decolonization and disassociation from
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Eurocentrism (Wong & See, 2021) remains a significant challenge. Future considerations might
include the coordination of additional incremental organization change aimed at leveraging
culturally responsive pedagogy to amplify marginalized voices.
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Narrative Epilogue
Over the years, I have held numerous leadership positions at multiple national and
international schools spread out across four different continents. As an educator in diverse and
cross-cultural contexts, I have been constantly nagged by the feeling that the collective
knowledge building that leads to exceptional teaching and learning experiences across the school
seemed aspirational rather than achievable. While I wouldn’t classify any of my past educational
contexts as lacking or deficient in providing quality educational opportunities for students, they
seemed incomplete regarding the presence of high-quality professional learning interactions
amongst diverse cultures. I now know that the nagging undefinable feeling inside me stemmed
from not fully understanding the problem.
Three years ago, I embarked on an academic journey to pursue a doctoral degree in
educational leadership. While learning about international education in global times, education
policy, the foundations of leadership, and organizational theory, I realized that my doctoral
journey represented the perfect time to explore further my questions about professional
collaborative practice in cross-cultural contexts. As the head of an international school in the
Philippines, I was well-positioned to leverage my studies to investigate the construct of
professional collaboration and perhaps develop a congruent operational framework. Much to my
surprise, this journey would also become a deeply personal process of critical self-reflection.
What began as a study of specific yet broadly-based strategies designed to facilitate
collaborative practice⸺like professional learning communities and team building
activities⸺quickly turned into an exploration of the foundational components upon which
professional collaborative practice can thrive. My study of organizational context, approaches to
leadership, leadership ethics, organizational change theory, and strategic communication led me
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to postcolonial and cross-cultural theories, ethical follower-centred leadership, and the
importance of cultural responsivity. It was at this point that I began to refocus my analytical gaze
inward. I became aware that if I were going to lead meaningful organizational change related to
school culture, I would first have to critically self-reflect on my positionality within the
organization and the field of educational leadership.
I have had some significant realizations over the last couple of years. For example, my
neutrality as a school leader is heavily influenced, regardless of intent, by my identity as a White
male and its associated privilege. For this reason, I must acknowledge that my worldview is open
to identity-based bias. Ironically, I would have most likely connected these dots earlier in life
had such identity-based bias not been present. Nonetheless, the process of critical self-reflection
has facilitated a deeper examination of my positionality within educational leadership, my
worldview as an educator, and the leadership implications each of these represent throughout the
process of organizational change. With every action or decision I make as a leader subject to my
worldview and identity-based bias, would it not be wise to understand this positionality fully?
Coincidentally, partaking in the act of critical self-reflection is one of the most important
behaviours of culturally responsive leadership, the construct I now believe to be foundational to
an organizational culture of professional collaborative practice. Still, I continue on my path one
step at a time, looking back on occasion to reflect on how far I have come, excited about the
journey ahead.
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Appendix
Potential Tools and Measures for Monitoring and Evaluation
Tools and Measures

Type of Evaluation

Purpose

Possible Deployment

Interviews

Qualitative questioning
- Unstructured
(conversational)
- Semi structured
- Structured

To determine how
people think, feel, or
view the implemented
change.

1 on 1 interaction with
open ended questions

Discourse Analysis

Supporting or
supplementary data
collection

To understand how
individuals interact
while they are speaking

Requires observation
of others’ interactions
throughout the change
path, including
- Talk amongst
friends/colleagues
- During formal
settings

Focus Group
Moderation

Series of group
discussions on
- Program
Evaluation
- Program planning
- Brainstorming

To obtain in-depth
feedback regarding
individuals’ attitudes,
feelings, perceptions,
motivations, and
behaviours.

Groups of 6-12
participate in a
collaborative interview
process

Observation

Systematic observation
as a viable primary or
secondary data source.

To discover meaning
behind events,
behaviours, and
artifacts in social
settings.

In 1 on 1 or group
interactions, when
attempting to
triangulate data or
determining the
importance of setting.

Reflective Practice

Participant and
evaluator processes of
reflection aimed at
informing
interpretations of
learning and inquiry.

To enhance qualitative
analysis by broadening
the sense of selfawareness, selfconsciousness, and
cognitive processing.

Throughout the change
path as change leaders
and participants aim to
offset inherent biases
and assumptions.

Note. Table developed as a synthesis of information contained within “Qualitative Data
Collection and Tools: Design, Development, and Applications” by F. D. Billups, 2021, SAGE
Publications Inc. (https://dx.doi.org/10.4135/9781071878699)

